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PREFACE

From the beginning of the development of this Program Model,

it was clear that the term "community correctional center" is applied

to a wide variety of community-based correctional activities--and that

many of these activities have little more in common than this shared

title. Since the concept of the "community correctional center" is

generic the authors were forced to identify with some precision their

definition of the term. That definition--which suggests that a center

must be an alternative to traditional correctional activities at the

local level--is supplemented by ten components included within Cle .

definition.

With a wide variety of often loosely defined community correctional

centers in existence, the selection of centers for site visits that

would form the basis for program models was difficult. The logistics

and some fiscal constraints set the broad parameters for the number

and location of visits and site assessments, but more important was an

early judgment that three potential program models existed. A project

designated "exemplary" by the National Institute of Law Enforcement

and Criminal Justice in Des Moines and six replication sites (in Cali-

fornia, Florida, Louisiana, Minnesota, Utah, and Washington) became a

starting point: Des Moines and five of the six replication sites were

visited.

Selection of the pre-release/work release center in Montgomery

County, Maryland, also an Exemplary Project, was a natural, for the

Montgomery County center represented a combination of two well-known

correctional programs, the halfway house and work release. But it also

was clear that.there is significant private agency interest in community

correctional centers and that three such private centers (Magdala

Foundation Center, St. Louis; Mahoning Residential Treatment Center,

Youngstown, Ohio; and, Talbert House, Cincinnati) recently accredited

by the Commission on Accreditation for Corrections would be appropriate

for program 1;.,odel development. The early judgment that these Program

Models (Des Moines and its replications, the pre-release/work release

center, and the private center) would circumscribe the enormous diver-

sity of programs and facilities labelled "community correctional centers"

generally was sustained.

Organization of the Report

This Program Model on community correctional centers .onsists of

eleven chapters. The first chapter begins with the observation that

the community correctional center is rooted philosophically, organi-

zationally, and pragmatically in the larger systems of criminal justice

and corrections. The chapter briefly describes the justice system and

focuses upon its philosophical legacy of three "R's"--revenge, restraint,

and reform. It then turns to reintegration--the newest "R" and a some-

what logical successor to rehabilitation and a companion to resocial-

ization. These historical and philosophical origins are important

since much of the conflict and divisiveness in criminal justice today

derives from divergent philosophical orientr.tions as to what should be

done, by whom, and to whom.
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Part 1 of the text consists of Chaters 11 through IV which
set forth three major Program Model options. Chapter 11 is
directed toward Des Moines and its replications. The Des Moines
program and its six

replications serve as a sentencing
alternative

to jail, provide services to pretrial
detainees, generate in-

formation for use by local courts in sentencing decisions, and
supervise offenders on probation in the community. Chapter III
targets on the work release/ pre-release center in Montgomery
County, Maryland. The Montgomery County center is markedly
different from Des Moines for it focuses primarily upon the
sentenced offender and represents a fusion of the halfway house
and work release. Chapter IV examines three private community
correctional centers--the Mahoning Residential Treatment Center
in Youngstown, Ohio. Talbert House in Cincinnati, Ohio, and the
Magdala Foundation Center in St. Louis, Missouri.Part 2 of the text contains

seven chapters. Chapter V
identifies some issues that significantly affect community
correctional programming which oaght to be addressed by the
local community prior to entering into community correctional
activities. The chapter focuses upon such planning issues as
establishing the need for community corrections, defining the
types of clients to be served, the programs and services to be
offered, the type and location of facilities, developing policies

and budgets, and staffing the correctional organization. Chapter
V, with its focus upon planning, serves as the

transition from
Program Model options to more specific "how to" commentary on
administration, organization and management (Chapter VI); personnel
(Chapter VII); programs (Chapter VIII); facilities and facilities
management (Chapter IX); support services (Chapter X); and
evaluation (Chapter XI).

Collectively, then, Part 1 of the text suggests three basic
Program Models. Part 2 describes generally how the correctional
center should be operated, regardless of Program Model type. Again,

the purpose of the text is to provide the correctional administrator
and those charged with decisions about criminal justice with an
enhanced capability to make informed choices in planning, implementing,

and improving community correctional centers.
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CHAPTER I

COMMUNITY CORRECTIONAL CENTERS:
INTRODUCTORY COMMENT

The community correctional center is a relatively recent addition

to American correctional theory and practice. Both its history and

its current environment are rooted in the larger system of criminal

justice. Consider the processes involved:

Once an arrest is made the man or woman charged with a crime faces

a process that consists of a series of criminal justice decisions. It

may be a brief episode; the arrest was in error, or it may be decided

not to proceed with prosecution. More often it is a much longer pro-

cess in which police, court, and corrections officials try to make

decisions that will serve the best interests of.society and of the

offender, too.

These processes take place within a complex set of institutional

arrangements, activities, and processes collectively referred to as

the criminal justice system. Corrections is one component of this

system, and it carries major responsibility for assuring that onc'

returned to the community, the offender is more capable ana more will-

ing to obey the law.

Corrections and the Criminal Justice System

The term "corrections" encompasses the many agencies, programs,

and processes that have legal authority to provide custody or super-

vision of individuals convicted of criminal acts by the courts. Cor-

rections includes prisons administered by States and the Federal govern-

ment for the confinement of felons, as well as the network of institu-

tions serving serious juvenile offenders. It includes jails and other

less secure facilities operated by county and city governments for the

confinement of misdemeanants (and some felons), as well as reformator-

ies, detention and foster homes, juvenile halls, camps, and ranches

and similar institutions that house youthful and juvenile offenders-

throughout the country. Corrections also includes probation and parole

agencies at Federal, State, and county levels which supervise offenders

living in the community. At least in some jurisdictions, corrections

also includes recently developed and still emerging programs oriented

toward diversion; restitution; community service; and work, education,

and training release.

Two other criminal justice "subsystems," law enforcement and judi-

cial process, may be distinguished operationally from corrections, and

they are intimately related. They are tied together by the process-

ing of accused and convicted persons passing through the many decision

points in the zyl-item.

Each component in the system employs certain characteristic

strategies. The police, for example, generally are concerned with

deterrence and incapacitation; corrections, with rehabilitation and

reintegration. Incapacitation by removal from the community on the

1



one hand, and reintegration into the community on the other, reflectquite different perspectives and generate considerable debate and con-flict between and among law enforcement and between the courts andcorrections agencies. Such conflicts nroduce ambivalence not onlyamong the citizenry, but also within tnose legislative bodies thatmust make policy decisions and allocate limited fiscal resources.
The criminal justice system is complicated in still other re-spects: In actual fact, there are many systems of criminal justice inthe United States and each level of government--indeed, each juris-diction--has its own way of doing things. These many systems andsubsystems, all established to enforce the standards of conduct be-lieved necessary for the protection of society, represent a collectiv-ity of thousands of law enforcement agencies, courts, prosecution anddefense agencies, probation and parole departments, paroling author-ities, correctional institutions, and related community-based organi-zations.

In many ways, the criminal justice system seems to act as a "non-system." In fact, it has become popular to speak and write about the"nonsystem" of criminal justice, but the systemic aspects of criminaljustice simply cannot be ignored. It is important to recognize thatthe criminal justice system does exist, even if it is fragmentedorganizationally, incorporates conflicting philosophies and strategies;even if its activities are not systematic, orderly, or well integrated.Fragmented though they may be and with their many imperfecions, crim-inal justice agencies are all intimately related. The challenge liesin finding new ways to solve these systemic problems.

This program model is designed to partially address this chal-lenge. It provides guidance which can promote system integration andimprove coordination, as well as increase correctional efficiency andeffectiveness. Throughout the chapters that follow, crime is viewednot only as a problem to be solved, but a condition which can bebetter managed. The locus of activity is in the community where crimeoccurs and where it must ultimately be controlled. The emphasis ison community-based corrections, and the role of community correctionalcenters.

The Role of the Community Correctional Center

In this program model, we shall describe the community correc-tional center, a combination of facilities and services designed tobegin the processes of reintegration as soon as possible and to helpthe offender carry out whatever is started under the center's auspices.The application of the concept to the criminal justice system and thelives of the offenders will be described as it has been-seen in aselection of communities in several parts of the country. Three dif-fering types will be considered in detail. Different communities willneed different services; the models on display here will indicate therange but will not exhaust the possibilities. Thoughtful planners whoknow their communities will adapt structure and services as needed.
What is a community correctional center? Any definition must beprimarily operational. A wide variety of programs from residentialcontainment indistinguishable from an ordinary jail, to non-secureresidential halfway houses, are to be found under the banner of

2



community corrections centers. Obviously, so loose a definition is

valueless,

The definition used by the Corrections Task Force of the National

Advisory Commission on Criminal Justice Standards and Goals sets limits

that begin to bring meaning to the term:

A community correctional center is "a relatively open institution

located in the neighborhood and using community resources to provide

most or all of the services required by offenders. The degree of open-

ness varies with offender types, and use of services varies with avail-

ability and offender needs. Such institutions are used for multiple

purposes--detention, service delivery, holding, and prerelease."1

Since 1973, when the Corrections Task Force did its work, there

has been an evolution in thinking which emphasizes that a community cor-

rectional center is composed of one or more community correctional fa-

cilities and community correctional programs; that is, it is the com-

bination of community correctional facilities and programs that shapes

the concept of a community correctional center. In addition, there is

the notion of improved coordination and integration of services. Also

implicit in this definition is the intent that the reintegration of

the offender should not be deferred to the end of his term of control.

It should begin as early as possible.

Reintegration

Use of the term reintegration introduces a slippery concept to

the analysis, one that is seldom defined clearly. For the purposes of

this report, reintegration refers to the process of preparing both com-

munity and offender for the latter's return as a productive and accepted

citizen. Instead of changing his nature by intimidation or by psycho-

logical treatment, the emphasis is on creating the circumstances

around him that will enable him to lead a satisfying and law-abiding

life.

In the reintegration model, corrections must bring about change

in the offender, within his family, among his peers, and in the insti-

tutions within which he must- function successfully--that is, in his

social environment.

An example might be to.place the offender in a community correc-

tional facility, to make arrangements for the offender to enroll in voca-

tional training classes that will constitute an apprenticeship in a

skilled trade, providing for union affiliation as an apprentice, and

finding him employment to sustain him during the apprenticeship. The

development of such a program will require a considerable degree of

effort on the part of correctional personnel, and some continued con-

tacts while it is under way, to be sure that wrinkles are smoothed out,

difficulties are resolved, and needed program changes are put into

effect. In many ways it would be simpler to train the offender in a

penal institution, and necessarily many offenders get their training in

prison. But when an offender can be trained in the community his re-

integration is taking place while the training is under way; it is not

a future process, to be complicated by his stigma as an "ex-con," with

all the problems of identity and rejection that are associated with

that status.



Reintegration does not equate to a specific or single program.Indeed, the panorama of reintegration is diverse and wide. It in-cludes such now-traditional community-based correctional efforts ashalfway house, work release, and prerelease center. Reintegrationalso includes recent innovations of mediation and arbitration assolutions to problems that bring people into the criminal justicesystem and restitution and community service as either alternativesto or adjuncts of more familiar programs. Review of current criminaljustice and correctional literature and commentary by academicians,administrators, practitioners, and researchers reveal that reintegra-tion--as a philosophy being translated into program--is dynamic andchanging.

The reader cannot assume that the reintegration model now is theaccepted philosophical basis for American corrections. Although thecommunity-based orientation of reintegration increasingly is accepted,it must be understood that corrections--at least in practice--is amixture of revenge, restraint, reform and rehabilitation, and rein-tegration. The correctional environment contains "mixed signals" byvirtue of its sometimes conflicting philosophical origins; the cor-rectional administrator and those charged with decision-making incorrections must understand their dynamic environment.
Reintegration is a recent arrival on the correctional

stage andthe community correctional center--with its focus on the offender inhis community--is an early application of the reintegration conceptto the real world.

The community correctional center should not be seen merely asa facility but also a staging area from which the services necessary
for reintegration will be initiated and fostered. It is not to beseen as a pleasant and desirable experience, to be sought after byanyone with problems in adjusting to his or her environment. Usually
it will contain residential facilities for offenders who can be man-aged under minimum custody conditions. Some residents will work inwork-release programs; Ethers will be occupied in various work assign-ments within the center. The probation staff may be headquarteredat the center; caseloads will be partly drawn from residents andpardly from probationers who have never been in custody. The center'sresidential facilities may be put to appropriate use as stopping points
for offenders whose programs have fallen through or who have developedproblems that need attention if a troubled situation is not going toget worse, perhaps leading to a new crime. It may serve pre-trialprisoners, persons serving sentences, and persons newly releasedfrom jail or prison.

With a well organized community corrections center, reintegrationcan begin shortly after a suspect is booked by the police. An imme-diate decision can be made in many cases as to whether the newly ar-
rested person can be released on his own recognizance. If so, re-integration is under way. For a good many others, that is too per-missive a status; but a conditional release under supervision is anacceptable alternative. Conditional release may or may not requirethe defendant to return to the community correctional facility eachavening.

1 /
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Some arrested persons will be held under custodial conditions

ordinarily thought to be unsuitable for correctional centers. They

are not eligible for correctional services until found guilty, and

assistance rendered to them must be at their request and not at the

initiative of correctional staff. However, many of these ,--rsons

will have practical problems in need of solution and anxieties to be

allayed. Their only recourse in most communities will be the assigned

center staff.

Will Reintegration "Work"?

It has been said that this is the age of penological pessimism.

The message that rehabilitative programs will not work has been spread

far and wide, and this notion has given many officials a license to

stop trying. Whether the message was correctly delivered or not is

beside the point. The aim of the community correctional center is to

do what can be don" to reintegrate offenders. That mission calls for

formulating as ca,eful a program as possible to enable each individual

to find a legitimate place in the community.

What the mass of our offenders require is a good deal more than

they can possibly get from the conventional resources available, and

more, sometimes, than they can get from community correctional centers

in the present state of our knowledge. Corrections necessarily deals

with people who have been badly damaged by life. Their embroilment

with the law has damaged them further, and their prospects may seem

bleak indeed. But when an offender's needs are understood and help

is given to meet them, those prospects can be brighter than they seemed.

This is the role of the community correctional center.

Community Correctional Centers and the Future

Who knows how much more can be done with these hopeful facilities?

So far, the indications of success are good--as will be seen in these

pages. As the nation gains confidence from experience with their use,

it is not unreasonable to expect that they can increasingly become

depots for reintegration of pre-trial prisoners, for probationers,

for parolees, and prisoners on furlough or work or study release.

With experimentation and imagination, it is not fanciful to predict

that some of the country's prison over-crowding can be drained off

by assignment to these centers. It is often claimed that a very large

percentage of the offenders in any prison do not need to be confined

for any purpose. That claim warrants the expectation that the immense

human and economic costs of incarceration can be abated by the

cheaper and much more effective methods of reintegration. The commu-

n:ty correctional center is one vehicle by which that objective may

he reached. In this Program Model we shall show what has been done

with good leadership in fortunate communities with the thought that

what has been clone in these communities can also be done elsewhere.



INTRODUCTION TO PART 1

The community correctional center represents an alternative to

traditional correctional activities at the local level probation

and confinement in jail. It serves both pre- and post-adjudication

clients from local, state, and federal jurisdictions. Center pro-

grams and facilities should be open to both men and women and, to

the extent permitted by local conditions, to "out-clients" as well

as clients in residence.

As envisioned here, the community correctional center represents

more than an administrative merger of probation and jail services.

Programs and facilities are designed to meet identified needs; ser-

vices are provided to persons under criminal justice control in the

community regardless of their legal status; services are delivered

both by center staff and through contractual and other arrangements

with community agencies; arrangements are made to encourage coordina-

tion of public and private agencies and cooperation among criminal

justice agencies; supervision is provided within the facility and in

the community; and some evaluation is undertaken to assess the rele-

vance of these many activities.

COMPONENTS OF THE COMMUNITY CORRECTIONAL CENTER

Components of the community correctional center include: faci-

lities, programs, identification of client needs, service delivery,

eligibility, coordination, supervision, organizational structure,

evaluation/assessment, and a community orientation. Each of these

is "localized" or subject to additions, deletions, or modifications

to meet specific community correctional needs, .to adapt to the,parti-

cular character of the local criminal justice process, and to fit

within available local resources.

Facilities. The community correctional center should have a structure

residential component consisting of one or more facilities. If there

is only one facility, it should have separate residential areas for

non-transient offenders and for persons in pre-adjudication phases oi

criminal justice processing. If more than one facility exists,

separate residential housing is preferable. The emphasis is on the

requirement for controlled residency during some part of the correc-

tional effort to provide both stability for the offender and a start-

ing point for programming his phased reintegration into the community.

A jail may meet the facility requirement, but the "center" part of

the jail should be separate from the remainder.

Programs. The center should have two or more programs (examples.

counseling, job placement) and residents should be supervised both

within and outside the center. The requirement for at least two

different programs is based upon considerable evidence suggesting

that single "treatments" of crime and delinquency are notoriously

unsuccessful in producing constructive change. Most offenders have

multi-dimensional problems that cannot be dealt with by means of a

single treatment modality. The requirement for supervision is based

on the notion that the justice system has an obligation to maximize

the protection of the community while treating the offender.

7



Identification,o,f Client Needs. The identif4cation of needs of currentand projected-tlientele and the development of resources to meet thoseneeds by service delivery from both agency and community are essentialtasks of the center. The range of needs and services that may be re-quired include, among ot'iers, supervision in the community,- shelter,food, clothing, emergen financial assistance, transportation, medicalcare, and mental health, vocational, employment, educational, .and per-sonal counseling.

Delivery of ServiCes. The services required by center clientele maybest be proviacdby
a combination of direct center delivery of serviceand by center referral to community resources. The proper mix of directservices and those provided by referral or contractual arrangements willbe determined by

efficiency/effectiveness considerations and therealities of available resources.1

Eligibility. Individuals in various stages of justice system processingshod Have access to the center. The needs of individuals vary, butpatterns of need are not arranged conveniently by legal categories.The center should strive to meet the needs of those in pre-adjudicationas well as post-adjudication classifications. Among the latter arethose released from local, county, state, or federal institutions.Although legal categorizations of clientele should not be ignored, thedevelopment of separate centers, facilities, or programs for legallydefined groups of offenders on the basis of that criterion alone seemsa wasteful use of limited resources.

Coordination of Efforts. Coordination of the efforts of criminaljustice and community agencies is essential. The center must be "pro-active" in this coordinating role to insure that the comprehensiveprogramming so necessary to community corrections is achieved. Colla-boration between public and private sectors and their interface withthe justice system may be facilitated by the use of advisory committeesor scheduled meetings among interested parties and by stressing thebenefits of interdependent efforts.

Supervision of Individuals. Supervision of persons assigned to thecenter should he wifhin both the community and the residential facility.Supervision, surveillance, or monitoring of client activities and move-ments is necessary both to protect the community and to adequatelyserve the offender.
Supervision within the facility and in the com-munity should be coordinated and responsibilities for active supervi-sion should rest with a single agency.

Organizational :Arrangement`. The organizational linkages of the centerto fhe criminal justice aia correctional system, as well as to thecommunity, must be clearly articulated. A variety of models For suchlinkages nrepossible.2 A recent program model publication addressesthis subject area directly.
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Evaluation and Assessment. The center should have a set of organiza-

tional goals and objectives, regularly reviewed and updated as nece-

ssary. Both client and center performance should be assessed against

explicit criteria and these assessments should serve as the basis for

programmed change.

Community Orientation. This orientation implies far more than a set

of correctional activities which take place within a community; it

represents more than the existence of an alternative to jail or proba-

tion. Both philosophical and pragmatic, a community orientation

emphasizes reintegration into normal community living, not dependence

on a correctional center located in the community. Center programs

and facilities have one overriding purpose--to insure that the community

becomes the source of social, psychological, and economic support.

The community orientation rejects the notion that something is "done to"

the offender, maintaining instead that the individual and his community

must accommodate one another and that this relationship is the bridge

to law-abiding behavior.

PROGRAM MODELS

A variety of community-based correctional activities across the

United States consists of those same components that collectively de-

fine the community correctional center. Many reflect a specific focus

such as offender type (drug, misdemeanant) or legal status (pretrial

release, parole); others are community extensions of correctional

institutions (work/education release). The program models presented

here were selected for their generic qualities, as well as the distin-

guishing characteristics that illustrate some of the varied possibili-

ties inherent in the concept of the community correctional center.

Data from site visits to ten centers, information obtained from the

literature, and authors' experiences and contacts were synthesized to

serve as a foundation for the development of three program models:

The Des Moines (Iowa) Community-Based Corrections Model,

serving primarily the local judicial system as an alter-

native to traditional probation and/or confinement in a

local correctional institution (Chapter II);

o The Montgomery County (Maryland) Pre-Release Center Model,

designed to assist in tEe reintegration into the community

of offenders who are completing terms in local, county, or

state institutions (Chapter III);

o The Private Community Correctional Center Model, accredited

and administered by a private non-profit agency(Chapter IV).

Des Moines provides the earliest model of a community correctional

center and was the first "Exemplary Project" designated by LEAA. The

Des Moines Center subsequently served as a model for replication at

six sites. Three of these replication sites are reviewed for the pre-

sent project as planned variations on the Des Moines theme. The work-

release/pre-release program in Montgomery County, also designated
exemplary" by LEAA, represents the second model. And the third is

illustrated by three private centers recently accredited by the

Commission on Accreditation for Corrections.

9



These sites have much in common and much that is unique, thelatter in part as a result of localization or adaptation to localneeds, structures, and processes. The program models described inChapters II, III, and IV are supplemented by descriptions of opera-ting centers to illustrate variations and commonalities in the tencomponents identified above and the ways in which localization ofthe basic models has occurred. Chapter V identifies the major de-cisions involved in implementing the community correctional centerconcept and options available to local decision-makers.

10 24



CHAPTER II

THE DES MOINES COMMUNITY CORRECTIONS PROGRAM MODEL

Much has been written about community-based corrections in Des

Moines. I Awarded exemplary project status by LEAA's National Institute
of Law Enforcement and Criminal Justice (NILECJ), the program was des-
cribed by the Institute's director as follows:

"In criminal justice, as in other areas, the more
economic approach is sometimes also the most
effective. The Des Moines Community-Based Correc-
tions program has achieved substantial economies
while improving the delivery of correctional ser-
vices. The result benefits both the offender and
the community: evaluation of the program shows
improved treatment for offenders and better use of
community resources.

The Des Moines approach offers a promising alterna-
tive to the more costly, traditional emphasis on
incarceration before and after trial. By coordinating
and using four tested approaches--pretrial screening
and release, supervised pretrial release, presentence
investigation and probation, and a community-based
corrections facility as an alternative to jail, the
Des Moines model has logged an impressive record.
Its success and cost-effectiveness earned it the
National Institute's "exemplary" label. The Des Moines

program has also been the basis of a national demon-

stration effort sponsored by the Institute in six

other communities."2

The outstanding feature of the Des Moines program was that it

offered a coordinated range of treatment and control services. The

four-part program, which served defendants and convicted offenders from

pretrial through post-conviction stages, included:

pretrial release for carefully screened offenders
judged to pose little or no risk to the community;

pretrial supervised release for defendants who require

some supervision to safeguard the community;

presentence investigations to assist the court in sen-

tencing decisions; and specially tailored programs for

probationers;

a community corrections facility to house convicted

offenders under minimum-security conditions.

These activities are not in themselves unique--in one form and

location or another, each has existed for many years. What is signi-

ficant is the manner in which these four activities have been coordi-

nated in Des Moines under a single administrative entity, the Department



of Correctional Services. Talk of coordination is everywhere, but inDes Moines it became reality in January 1971 by resolution of the PolkCounty Board of Supervisors. Of the four components, two existed be-fore the centralization effort; two were added subsequently. Evaluatedindividually and collectively on a variety of criteria, they have demon-strated impressive success. Their success, however, is not simply theresult of individual efforts by the four components; coordination,collaboration, and effective interfacing have played an important part. 3

Components of the Des Moines Program Model
The original Des Moines Program Model had four components:

1. Pretrial Release

The Des Moines community corrections program is based on the recog-nition that the majority of persons who arrive at the last stage ofcriminal justice
processing--corrections--come from the uneducated,unskilled, and least affluent segments of the population. The firstobstacle such persons face arises immediately following arrest. A de-fendant who is poor typically remains in jail prior to trial, despitethe presumption of innocence, because he is unable to raise money forbond or bail. Because he is jailed prior to trial, he is less able toparticipate in preparing his own defense and is, therefore, more likelyto be convicted. If convicted, he is more likely to be incarceratedbecause he has not had an opportunity to demonstrate a post-arrestability to behave responsibly. In addition, pretrial incarceration maycause the defendant to lose his job, placing severe financial strainson his family.

The pretrial release component of the Des Moines program is modeledon the Manhattan Bail Reform Project of the Vera Foundation. It is atypical release-on-recognizance (ROR) program. The staff of the pre-trial release component is housed in the Municipal Court Building, thesite of the city jail and the Des Moines Police Department. Every de-fendant booked into the jail is interviewed immediately after process-ing. (Persons charged with simple intoxication are excluded, principallybecause their cases are disposed of almost immediately). A pretrialrelease staff member interviews the defendant to determine if he meetsthe criteria for release on his own recognizance. The release criteriaare objective rather than subjective, and a point system is used to-gauge the degree to which the defendant has stable roots in the commu-nity. Points are earned for length of residence in a particular location,stability of employment, and the strength of family ties. Points arelost for frequent and recent prior convictions and for a history offailure to appear for trial. If a defendant scores a total of fivepoints, the staff recommends to the court that he be released on his ownrecognizance..

2. Supervised Release

For defendants who do not qualify for ROR, the options in mostcommunities typically are few. If a defendant is unable to secure abond or post bail, he usually must remain in jail pending trial. InDes Moines, there is another option. The supervised release component,perhaps the most innovative element of the Des Moines program, involvesa form of "pretrial probation." One of the explicit goals of the super-vised release component, in fact, is.to assist selected defendants in
12 r.
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qualifying for probation as a final disposition in the event of convic-

tion.

Defendants who fail to qualify for release on their own recogni-

zance, but who might be qualified for supervised release, are referred

to supervised release screening staff by ROR interviewers. A member

of the supervised release staff then interviews the defendant. Unlike

the ROR interview, the supervised release interview is open-ended and

the decision regarding qualification is based on subjective criteria.

Since this component is directed toward preparing releasees for

probation supervision, the emphasis is on client disabilities and the

task is to assist the clients in solving specific and practical prob-

lems. This effort begins during the selection process. The disabili-

ties that mitigate against his receiving probation are identified and

an assessment of staff ability to help the defendant is made. If the

defendant is unemployed, for example, he is less likely to be placed

on probation. Helping the defendant to find a job thus becomes part

of his "treatment" program. If a contributing factor to unemployment

is an inadequate education, remedial education also may be sought.

If the supervised release staff believes that a defendant's

disabilities can be overcome in a structured program of supervision,

counseling, and treatment, and if the interviewer feels that the de-

fendant is willing to participate in such supervision, the defendant

is recommended for release to the custody of supervised release staff.

If the court approves the release, the defendant is assigned a coun-

selor; he then receives psychological, vocational, and educational

evaluation and a mutually acceptable treatment plan is developed.

Treatment typically involves job development assistance, participation

in vocational and educational programs, marital and psychological

counseling, or alcohol or drug abuse treatment.

3. Probation/Presentence Investigation

Although the probation component is the most. "traditional" element

in the Des Moines program, the consolidation of correctional programs

in the Department of Correctional Services has made probation an impor-

tant link in the chain of services provided defendants and convicted

offenders. Two basic functions are performed in the probation compo-

nent: presentence investigation and probation supervision. As in

other jurisdictions, the purpose of the presentence investigation is

to provide data to aid the court in determining an appropriate sentence

for the convicted offender and to assist institutional and/or community

supervision staff in developing an appropriate correctional plan. In

Des Moines, presentence investigations typically are conducted within

a period of two to four weeks. A report is submitted to the court pre-

senting objective and attitudinal data about the offender and recom-

mendations regarding the most appropriate of six basic sentencing

options in the particular case: (1) deferred sentence; (2) suspended

sentence; (3) probation; (4) commitment to a community correctional

facility; (5) commitment to county jail; or (6) commitment to state

prison.



In the case of offenders assigned to probation supervision, a pro-!Ion officer deve leps a probation contract with the client. Typically,is contract is based on the client's earlier treatment plan (if herticipated in supervised release prior to conviction) and emphasizesep-: the client can take to resolve practical problems.
Community Correctional Facility

The fourth component of the Des Moines program is a community-basedrrectional facility for men (as well as a small women's facility).-it' men's facility is a 50-bed, non-secure institution in a renovatedirrac ks at Fort Des Moines, a partially de-activated Army base at theige of the Des Moines city limits. Although Fort Des Moines occasion-Ily is used for offenders on the way out of prison, it is not ainvent tonal halfway house. By statute, it is a jail and used primarilyhouse sentenced offenders for the duration of their sentence.
As in the supervised release and probation components, the emphasis(.01t Des Moines is on a problem-solving

approach tailored to thed, of e:Ich client. Based on a low client/counselor ratio (approxi-tely one staff person for every two clients) , the program featurestensive interaction between clients and staff. After a client entersfacility, he is evaluated, a treatment plan is developed, and ariormance contract is signed. Since each Fort Des Moines client ispeeled to work while committed to the facility, the staff includes a,ree man joh development unit.

f he h)rt Des Moines facility emphasizes helping the client withinc community settin. Clients work at jobs in the community and areferred to community agencies for educational, vocational , counseling,Ith care, and other services. By increasing their employment orhicational achievement, clients become qualified for rewards, includingor 1-ekend furloughs.

',Ithough physical security devices at the Fort are minimal (thereno hays or fences), both the number of staff present and the useinformal observation techniques diminish security problems. Locallice and sheriff's departments receive a weekly list of Fort DesInes residents indicating where each resident is supposed to be ateccified hours of each day. This information is available to patrollicer who may see a Fort Des Moines inmate in the community. Other-o!_lram procedures also fulfill a control function. Because of theocation of Fort Des Moines and the inadequacy of local public trans-)rtation, residents are transported to and from work in the facility'sn V311_

, Is Moines
kt.tlication Sites

fo determine whether the Des Moines project could he successfullyplemented in other communities, the NILEC awarded $250,000 to eachsix replication sites. This effort was designed to implement theu program components in different geographical and political en-ronments. kvaluation and technical assistance components also wereto rated into these awads.4 This replication effort was not aindate for "duplication." it was recognized that correctional needs,
0

11



justice processes, and political structures would dictate some modi-

lications. At a minimum, however, each site was required to have

all tour or the Dos Moines program components. The replication

sites included Clark County, hashington; San Mateo County, California;

Salt Lake County, Utah; St. Louis County (Duluth), Minnesota; Fast

Baton Rouge Parish, Louisiana; and Orange County (Orlando), Florida.

The replications in Orange County, St. Louis County, and

Clark County were selected for discussion here because they are

success ful replications of the Des Moines program model and illustrate

how it has been adapted to a variety of different local settings.5

Key features of the program model, as it operated in late 1978

in Des Moines and in the Orange County, St. Louis County and Clark

County replication sites, are outlined in Table 1. Each site is

Curther described on the following pages in terms of eight dimensions:

the setting; services provided; goals of the program; administrative

organization; program operations; referral sources and admissions

policies; workload indicators; and program financing.

DES MOINES, IOWA

Setting

The Firth Judicial District Department of Correctional Services

serves 16 counties in central Iowa. Des Moines, in Polk County, is

the administrative "huh" of the program. Roughly 300,000 of the

500,000 people in the 16-county region live in the Des Moines area.

Services

The Des Moines project offers a variety of pretrial and post-

adjudication services for adults: pretrial release, supervised

release, presentence investigation and misdemeanor probation services,

residential services, parole support, job placement, alcohol services,

and counseling. A well-staffed volunteer program provides additional

services and helps link clients to services in the community.

Goals

The Des Moines program was initiated by citizens who sought to

improve the quality of justice, reduce jail overcrowding, and provide

more cost-effective corrections services. A program evaluation com-

pleted in February 1974 by the National Council on Crime and Delinquency6

identified four measurable program objectives:

Immediate Objective: To protect the community from

additional crime during the pretrial or corrections

period. (This objective is referred to as "community

safety" in the evaluation.)

Enabling Objective: To utilize community resources to

the maximum extent possible. (This objective is referred

to as "resource utilization.")



* Intermediate Objective: To integrate the offender intosociety. (This objective is referred to as "social effec-tiveness.")

Ultimate Objective: To assure that the accused appearsfor trial (pretrial objectives) and to reduce future cri-minal behavior (post-trial objective). ('('his ohjectiveis referred to as "correctional effectiveness" for thepost-trial component.)

Administration

The Fifth Judicial District Department of Correctional Servicesis a multi-county executive branch corrections agency. An executiveboard governs the department. This board is composed of: one membero f the board of supervisors of each participating county; one memberfrom each project advisory committee within the judicial district(appointed by the director of the judicial district department); andappointees equal to the number of authorized board members from pro-ject advisory committees (appointed by the judges of the judicialdistrict).7

Significantly, on motion of any county supervisor, weighted voteso f the board are taken. (Supervisors' votes are weighted in propor-tion to the populations of their respective counties; votes of membersappointed from a project advisory committee and judicially appointedmembers are not weighted.)

The director of the judicial district department is employed bythe board. In turn, the board receives funds from the State Divisiono f Adult Corrections under an annual contractual arrangement.
The program is staffed by 17 managers, 17 clerical staff, and 60line staff (1978). The organization chart appears in Figure 1.

Program Operations

The program is structured around four primary components: releaseon recognizance (ROR), supervised release, presentence investigation/probation, and two community correctional facilities, one for men andone for women.

The historical development of the Des Moines program provides agood example of the evolution of a community corrections center. Thefirst program component, release on recognizance was initiated in DesMoines, in 1964, following a local newspaper editor's visit to New YorkCity. A chance visit to the Vera Foundation exposed him to the Man-hattan Bail Reform Project, initiated by Herb Sturz, a formerjournalist, to reduce unnecessary pretrail detention of New York Cityprisoners. Back in Des Moines, the editor, with assistance from localcitizens, sought to establish an ROR program modeled after the Man-hattan Project. Their goals were to alleviate overcrowded conditionsin the Polk County Jail, to improve the quality of justice by increas-ing the number of persons released before trial, and, in the process,save the county money.

16 2 6.



TABLE IC-1

CHARACTERISTICS OF COMMUNITY CORRECTIONAL CENTERS IN DES MOINES AND THREE REPLICATION SITES --ORLANDO, FLORIDA: DULUTH, MINNESOTA, VANCOUVER, WASHINGTON

'..---------aation

Characteristics (71--'-'--------40inesflowa Orlando, Florida Duluth, Minnesota Vancouver, Washington

Clark County Community

Based Corrections

Name Fifth Judicial District

Department of Correctional

Services

Office of Court

Alternatives, Orange

County, Florida

Arrowhead Regional

Corrections

Community Served Des Moines, Iowa and 16

counties in central

Iowa; 300,000 of the

505,000 people in the

16 county area live in

or near Des Moines

Orange County (Orlando)

Florida; 435,000 per-

sons, 120,000 of whom

live in the metropol-

itan area

6 N.E. counties

in Minnesota (15,)17

sq. miles) serving

292,593 people. About

100,000 live in the

Duluth area of St.

Louis County, (1)

Clark County, Washington

approximately 175,000

population

Sponsoring and/or

Operating Agency

16 county Board of

Supervisors/Fifth

Judicial District Dept.

of Correctional Services

(Orange County/Office

of Court Alternatives)

County Commission

Six county Board of

Commissioners/Arrow-

head Regional Correct-

ions Board

Clark County Department

of Community Based

Corrections

Services Offered pre-Trial Release,

Probation, Pre-Sentence

Invest., Residential,

Parole Support, Special

Projects, Job Placement,

Alcohol Safety, Volunteer

Counseling

Pre-Trial Release,

Supervised Release,

County Probation,

Residential Center,

Pre-Trial Diversion,

Job Recruiting 6

Placement, Counseling..

Pre-Trial Release,

Supervised Release,

Intensive Probation,

Residential Center,

Volunteers in Car-

rections, Education

Programs, Counseling

Pre-Trial Release,

Supervised Pre-Trial

Release, Misdemeanant

Probation, Residential

Services, Drug Services,

Alternative Community

Services, Counseling

Annual Operating Budget $11
I

866 312(4 $401,000(3) $3,881,966(4) $490,565

Sources of Funds State Purchase of

Services $1,825,620

State Parole 6,012

Support

Federal -0-

Client Fees 20,000

Other Local Con- 14,680

tributions

Federal 6 12%

State

County 58%

Program Income 30%

State Dept. of Corrections

Subsidy; 6 Participating

Counties, Per diem

from other counties,

Federal Bureau of

Prisons Farm Income

Dist. Ct. Funds $212,527

State Dept. of 113,279

Corrections

TASC 111,642

State Crime Agency 22,644

Clark County 1,112

Nat'l Inst, Drug 13,430

Comp, Employ. 6
.

Training Act 11,911

State Grant in

Aid-Drug 4,000

J



TABLE 11-1 (CONIINUEO)

CHARACTERISTICS OF COMMUNITY CORRECTIONAL CENTERS IN DES MOINES AND THREE REPLICATION SITES ORLANDO, FLORIDA DULUTH, MINNESOTA ;VANCOUVER,WASHINOTON

Location

Characteristics 7 Des Moines, Iowa Orlando, Florida Duluth, Minnesota

___

Vancouver, l'Inshinytun

Major Program Components . Release on Recognizance

. Supervised Release

. Pre-Sentence Inv.

. Probation Supervision

. Men's Residence

. Women's Residence

. Pre-Trial Release

. County Probation

. Residential Center

. Pre-Trial Diversion

. Supervised Release

. Pre-Trial Release

. Citation

. Supervised ROR Release

. Misdemeanant Probation

. Residential Center

. Release an Rer7ognizance

. Supervised Release

. Misdemeanant Probation

. Residential Services

Workload, by Program Component Program Persons
5

ROR (released) 1941

Sup. ROR (released) 435

PSI (assigned) 944

Probation(new cases)917

Men: Residence (new 163

cases)

No. Annual Admissions 0 Annual Admits Persons

Pre-Trial Release 1400

County Probation 900

Residential Center 130

Pre-Trial Diversion 450

Supervised Release 75

P.T. Rel/Cit. Unknown

Sup, Release 772

(Released)

Misd. Probation 499

Residential Center 262

ROR (released) 2761

Supervised (Rell 98

Misd. Probation

(cases accepted) 473

Res. Services 22

(admits)

Cost by Program Component Pre-Trial Release $259,830

Probation 398,224

Pre-Sentence Inv, 253,198

Residential 949,048

Parole Support 6,012

Pre-Trial Release

County Prob.(Misd) 93,000

Residential Ctr. 228,000

Pre-Trial Div. 80,000

(2)

Cost information not

available.

ROR $55,000

Sup.ROR 25,000

Misd. Probation 110,000

Res. Services 259,013

(2 years)

Admission Criteria Adults only. Virtually

no exceptions

Adults Only. Crimes

"against persons" gen-

erally excluded from

consideration,

Adults & Juveniles

except those with sent-

ences of more than 5 yrs.

Adults Only. Sex & violent

offenders excluded from

residential services

Referral Sources ROR & Supervised ROR

clients are automatically

interviewed at Jail

Admission; courts refer

cases for PSI.

ROR & P.T. Div.

clients are automatically

interviewed at the jail;

Ct. refer cases to res-

idential center & Prob.

ROR by jailor or judge;

court makes all other

placement; Bureau of

Prisons

98$ by local courts,

2% from state parole.

Who Makes the Intake Decisions? Judges admit to all programs

but always after Staff Rx.

State work release committee

refers cases to women's res-

idence; director accepts.

Director has right to

reject placements by

courts or jail staff.

District or County Courts Judges, Parole w/Staff

Recommendations



TABLE 31-1 (CONTINUED)

CHARACTERISTICS Of COMMUNITY CORRECTIONAL CENTERS IN DES MOINES AND THREE REPLICATION SITES-ORLANDO, FLORIDA; DULUTH, MINNESOTA; VANCOUVER, WASHINGTON

--------Location

Characteristics 7 ------------.. Des Moines, Iowa Orlando, Florida Duluth, Minnesota Vancouver, Washington

Facilities Men's Residence; a Men's Res.: 50 Bed Men's Res: 60 Bed Min. Davis Court, 10 WA

leased 54 bed, mininum min. sec. converted motel Sec. 3,000 acre working Diagnostic Residence

security former military in commercial area; farm jointly owned by St. Lincoln Arms, 33 Ped

barracks at Ft. Des Moines leased Louis, Lake Cook and Residence (Planned)

Women's residence: a

leased 30 bed min. security

facility in a residential

area

Carlton Counties

Personnel, by type Supervisory & Admin. 17 35 Staff Court & Field Sers. 72 Central Administration 7

Clerical 17 Support Services 26 ROR 4

Line Staff (Prob. Officers,

residential, PSI

Juvenile Center 29

Men's Residential

Supervised Release 1

Misdemeanant Probation 4

workers, etc. 60 Center 42 Residential Services 8

TOTAL 94 Proj. Care 4 Other Programs 5.5

Volunteer Program 9 TOTAL 29.5

182

NOTES:

1) 1972 Population Estimate

2) Purchase of Service Agreement FY Ending 6/30/79

3) Does not include Program Administration, office space & overhead

4) Includes services to juveniles

5) Persons served, is data for the entire judicial district

6) $157,000 of this is program income

7) See narrative description for dates, cost & detail, etc.



FIGURE 11-1

DES MOINES, 10111A SITE
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"In 96% of all cases the court has accepted staff
recommendations and over 60% of all persons charged

with criminal offenses in Polk County are released
under this program prior to trial. Over 7,000 persons
have been released, and only 2.4% have failed to appear

for trial. No services are offered to people released
in this program, except that staff reminds each releasee
of his trial time and date three days prior to the trial.

Since release is accomplished quickly, generally within

a matter of hours, arrested persons who are employed,

but with marginal incomes, lose little or no time on
the job and, most importantly, do not lose their jobs."

Initially, the ROR program was funded and administered by the

Hawley Welfare Foundation, a local philanthropic organization. By

1966, after the ROR program had been thoroughly tested, the City of

Des Moines and Polk County appropriated funds for the project, which

continued to be operated by the Hawley Foundation.

Supervised release was added to the ROR program in February 1970.

A survey of persons who did not qualify for ROR had shown that many

came from the Des Moines Model Cities neighborhood. The Des Moines

Model Cities program thus agreed to finance a supervised release com-

ponent and matching funds were secured from LEAA. The supervised

release component, originally called "release with service," focused

services on individuals who could not qualify for regular ROR. The

new program made it possible to release persons on recognizance before

trial if they consented to a program of close supervision and other

special conditions. The National Council on Crime and Delinquency

administered the program during its first year.9

In January 1971, the Polk County Board created the Polk County

Department of Court Services, and a large LEAA discretionary grant

provided funds to establish misdemeanor probation and presentence

investigation services. The ROR and supervised release components,

also located within the new department, were expanded to serve all

residents of Polk County. The community correctional facility was

opened at Fort Des Moines in July 1971 with assistance from the same

grant.

...the Fort Des Moines Residential Corrections Facility...

is a non-secure institution which is housed in a renovated

barracks at Fort Des Moines, just inside the Des Moines'

city limits. There are no bars, no security screening, no

security glass, no outside walls or fences, no physical

control of any kind. The residents are nearly all felons...

who were considered unsuitable for probation and who would

normally be committed to state operated maximum security

institutions. Since it began receiving residents, from one-

third to one-half of the residents have been heroin addicts

who have been convicted of other offenses... Offenders

committed to this institution have been convicted of offenses

ranging from larceny to assault with intent to commit murder...
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the Fort Des Moines Facility is not a ha l f-way house...(it) is not a stopping off place between maximum securityconfinement and full release to the community on parole.It is instead a jail by statute and it is for convictedoffenders who are committed to serve sentences.""
This filled out the original complement of four programs: (1) pre-trial release; (2) supervised pretrial release; (3) misdemeanor pro-bation and presentence investigation; and (4) a residential alternativeto jail.

in 1972, with Funds provided by the Iowa State Crime Commission,the Polk County operation was extended throughout the 16-county Judicial District and the program became known as the Fifth JudicialDistrict Department of Court Services. Regional offices we:e openedin Creston and Chariton, Iowa. In 1973 state legislation was pass:dto -,ticourage other judicial districts to adopt the Des Moines approachThe legislature appropriated $650,000 to help other counties formmulti-county, local government corrections departments along judicialdistrict boundaries. By 1977, the department had changed its nameagain, this time to conform to new legislation mandating the fourprincipal corrections components in each judicial district in the st ate. 11The new department became known as the Fifth Judicial District Departmerit of. Correctional Services.

The Fifth Judicial District program has continued to evolve andexpand. A 30-bed minimum-security facility for women was opened in1973 in a residential area of Des Moines. The building is leased froma private owner. In addition to the new Alcohol Safety Action program,which provides services to persons arrested for alcohol-connectedvehicle code violations, there is a strong volunteer component and aCommunity Resource Management Team12 which provides specialised probation services to misdemeanants and felons. Out counties areserved by a network of regional offices, but the center of the actionremains in Polk County.

Referral Sources and Admissions Policy

Most referrals are generated locally. ROR and supervised releaseclients are automatically interviewed upon. admission to jail. Thecourts generate referrals for presentenCe investigations and placementsat the residential facilities. State parolees and state work releasecases often are referred to the women's residence. There also areoccasional Bureau of Prison placements at the residential facilities.Most clients are on suspended, sentence as a condition of probation.The residential program is backed up by a traditional jail system:if the clients do not adjust well at the residential facilities, theyare transferred to the jail. In theory, there are no restrictions onclientele, although certain types of cases are rarely accepted (e.g.,those with a history of violence, arsonists, severely mentally retarded,psychotic, etc.).

Workload

Workload figures for each program component for the years 1970and 1977 appear in Table 2, and are the latest available. The RORprogram released 1,817 individuals in Polk County and another 124
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Table 11-2
Des Moines, Iowa Site

Fifth Judicial District
Department of Correctional Services

Workload by Program Component: 1976-1977*

Polk County

76 June 30 77 June 30

ROR (Released) 1344 1817

RWS (Released) 346 299

PSI (Assigned) 518 632

Probation (New Cases) 748 608

Fort Des Moines (New Cases) 201 163

Women's Facility (New Cases) 62 55

Region
(15 other counties)

76 June 30 77 June 30

ROR (Released) 123 124

RWS (Released) 142 136

PSI (Assigned) 325 312

Probation (New Cases) 235 309

*Source: Program Administrator via on-site data collection.

When combined, the 1977 data from Polk County and

the Region total the workload figures which appear

in Table 1.
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individuals in the other 15 counties. For supervised releases thesefigures were 299 and 136, respectively. The number of presentenceinvestigations totaled 632 in Polk County, while another 312 wereconducted in the remaining areas of the district. A total of 608new probation cases were added from Polk County; another 309 fromthe remaining counties in the judicial district. Note the residen-
tial program exists only in Polk County.

Financing

For the year ending June 30, 1979, the basic budget of the depart-ment is $1,825,620. The Department receives most of its funds fromthe Iowa Division of Adult Corrections through a purchase-of-servicesagreement. Sources of support include: state purchase-of-servicesfunds from the Division of Corrections; per-diem expenses for womenparolees and women on pre-release from the state corrections system;client fees; and county general funds. Table 3 sets forth sources offunds and the costs of each program component.
In 1974, an evaluation of the Polk County operation identifiedseveral important aspects of program costs.13 These are reproducedin Table 4.14 Although the data are now five years old, it is clearthat the Des Moines program components compare favorably with othercorrectional alternatives.

ROR and Supervised Release

...the per-day costs for both pre-trial release andsupervised release are far lower than the per-day costof detaining a person in the Polk County jail prior totrial...the expense of operating the pre-trial releaseprogram over an average term is virtually negligible.Further, though the length of time spent in supervisedrelease is more than double the length of time spent injail by jail detainees, the per-term costs of supervisedrelease is still lower than the per-term cost of pre-trial detention in the Polk County jail."15
e Probation

"...the per-day cost of the probation component...isvirturally identical to the per-day cost of the state-operated parole and probation unit. However, becauseof the shorter average period of assignment to the DesMoines probation component, its per-term cost is signi-ficantly lower than the per-term cost of the stateparole and probation unit."16

o Residential Facility

...the community corrections facility is more expensivethan the state pentitentiary and the men's reformatory ona per-day basis, but it is substantially less expensiveon a per-term basis."17
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What additional funds would have been expended by the county and

state corrections system were there no Des Moines program? Evidence

suggests that populations of probation, parole, and institutional pro-

grams at both state and local levels would have increased, with

accompanying increases in correctional system costs.

"The 1974 evaluation estimated that, if the four

Des Moines components had not been available, the

number of clients assigned to the state parole and

probation unit would have been increased by 515
clients per day, population of the Polk County jail

would have been increased by 56 inmates per day, and

the population of all other mefl's correctional in-
stitutions in the state would have been increased by
133 inmates per day. "l8

As shown in Table 5, the Des Moines project saved county and state

corrections systems an estimated $454,229 in 1973. At current costs,

these savings would be even more impressive.

But there is a caution which needs to be understood by jurisdictions

who consider implementing this program model and expect similar results.

A research report prepared by the State of Iowa's Bureau of Correctional

Evaluation cautions program administrators to insure that those entering

residential facilities are persons who otherwise would have been sent

to prison or jail. A facility like Fort Des Moines must not be allowed

to admit persons who would otherwise be on probation or in pre-trial

programs. This would be an inappropriate and expensive use of the

community correctional center's residential facility. Note the results

reported for For Des Moines depended upon successfully applying sound

client selection criteria.

ORANGE COUNTY (ORLANDO) FLORIDA

Setting

The Orlando metropolitan area, which contains about 120,000 per-

sons, serves as the nucleus of Orange County (pop. 435,000). Twelve

smaller municipalities cluster on all sides. As one moves away from

Orlando, driving through these smaller municipalities, the landscape

gives way to more rural unincorporated county areas. Disney World,

located in Orlando, has had a massive effect on the economy and popu-

lation of the area.

"In 1970, 3,061 cases were processed through the courts

in Orange County, Florida. By 1974, local officials

estimated 8,200 cases might be processed...hence, the

tourist industry had a critical impact on the Orange

County criminal justice system, perhaps doubling the

number of cases that might otherwise be processed."20

Services

The Orange County plroject sought to replicate the Des Moines

program, providing ROR, supervised release, misdemeanor probation,

and residential services. It also offers other services within this

framework. Pretrial diversion; a jail diagnostic center; counseling,

vocational planning and placement services; and alcohol and drug abuse

rehabilitation are knitted together within a coordinated county

25
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Table 11-3
Des Moines, Iowa Site

Annual Budget Detail For The Year Ending June 30, 1979Fifth Judicial District, Department of Correctional Services*

Source of Funds

State Purchase of Service
$1,825,620.00

State Parole Support
6,012.00

Federal

Client Fees
20,000.00

Other Local Income
14,680.00

TOTAL
$1,866,312.00

Services To Be Provided

Pre-Trial Release
259,830.00

Probation
398,224.00

Pre-Sentence Investigation
253,198.00

Residential
949,048.00

Parole Support
6,012.00

Special Projects

TOTAL
$1,866,312.00

*Source: State Purchase-of-Services Agreement.
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Table 11-4
Des Moines, Iowa Site

Costs Per Day and Per Term for the Iowa Department of Court Services,

Polk County Jail, and the Bureau of Adult Correction Services**

1973
Program
Cost

No. of
Client
Days

Cost
Per
Day

Average
Length
Of Term
(days)

Cost
Per
Term

Department of Court
Services

Pretrial Release $ 58,377.92 134,137 $ .44 51.7 $ 23

Pretrial Services 152,911.34 31,595 4.84 99.3 481

Probation 158,073.29 147,033 1.08 359.4 388

Men's Facility 339,278.14 16,829 20.16 107.9 2,175

Women's Facility 108,403.07 2,100 51.62 97.3 5,022

Polk County Jail 345,221.54 32,916 10.49 47.8 501

Bureau of Adult
Correction Services

State Penitentiary $ 3,749,829 220,095 $17.04 693 $11,809

Men's Reformatory 2,828,906 156,585 18.07 693 12,523

Women's Reformatory 490,184 19,710 24.87 404 10,047

Parole & Probation 684,531 630,720 1.09 468 510

*These figures apply only to perso
Jail; length of time and cost per
could not be determined.

ns awaiting
term for p

trial in the Polk County
ersons serving sentences

**Source: NCCD, Community-Based Alternatives to Traditional Corrections:

The 1973 Evaluation of the Fifth Judicial District Department of Court

Services.



Table II-5
Des Moines, Iowa Site

Comparison of Cost of the Iowa Departmentof Correctional Services with Projected CostsFor Handling its Clients through Other Programs*

Total Total
Cost

Additional Per Additional AdditionalClients Day Cost Per Day Cost Per Year

Polk County Jail

Probation & Parole

Men's Institutions

56 $10.49

515 1.09

133 17.55

587.44

561.35

2,334.15

Total Additional Costs
1973 Costs--Department of Court Services

Total Cost Difference

$ 214,415

204,893

851,965

$1,271,273

817,044
$ 454,229

*NCCD, Community-Based Alternatives toIraditional Corrections: the1973 Evaluation of the Fifth Judicial District Department of CourtServices.
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government administrative structure.
Recently added is a community

services public works program designed to productively utilize of-

fenders sentenced to weekend confinement in jail. This program is

expected to contribute 2,000 man-days of labor to county service.

Goals

The program is designed to provide sentencing alternatives, re-

duce court and prosecutor caseloads, reduce the jail population,

provide social rehabilitation services to selected offenders, and

reduce county justice system costs.

Administration

The program components are, primarily, part of the Office of Court

Alternatives, established in early 1975 by the Board of County Com-

missioners. Organizationally, this office is administered by a

director who reports to the Court Administrator of the Ninth Judicial

District. The program is monitored by a Board of Directors composed

of the sheriff, state attorney, chief judge, chairman of the Board of

County Commissioners, and district supervisor of the Department of

Offender Rehabilitation. The organization chart appears in Figure 2.

...(the replication grant) proposal called for an Office

of Court Alternatives, administratively responsible to

the County Court Administrator, a political appointee, and

receiving policy guidance from a Board of Directors on

which most of the top county officials concerned with

criminal justice would sit. The Office of Court Alterna-

tives was to manage and coordinate the activities of all

the replication programs, the release-on-recognizance
program that the sheriff's office has been operating, the

supervised release program that had been funded by Re-entry

and run by the Department of Community Affairs, and the

residential facility-to-be."21

Program Operations

The Office of Court Alternatives serves as a court/corrections

"umbrella" agency, combin'ng a supervised release program, a pretrial

diversion unit, a county isdemeanant) probation component, and a

community-based residential facility. The sheriff continues to

operate the ROR and diagnostic/classification unit, but close coordi-

nation with the Office of Court Alternatives is maintained.

The ROR program is administered from the county jail. Pre-

release staff gather information concerning the pretrial detainee's

present and past employment, length of residence in the community,

prior criminal record, and family ties. This information is veri-

fied by calling close associates, friends, and family, and points

are awarded according to an objective scale. If the defendant has

scored a sufficient number of points, the staff recommends release

on recognizance to a circuit court judge. If the staff recommendation

is accepted by the judge, the defendant is given a card informing him

of the charges against him and the date and time of his scheduled

court appearances. He is then released. A remindex notice is sent to

him one week prior to his court date.
29



"...if the defendant does not appear in court, an attemptis made by the staff to contact the defendant. The staffdetermines whether the defendant has forgotten or couldnot appear at his court appearance or whether there was aconscious effort to avoid prosecution. If the latter isthe case, the defendant's
release order is revoked...Arecord is kept in the office files of all persons inter-iewed and released by the pretrial release component.When the disposition of the case is determined, the re-lease order discontinues and the file is closed. "22

The supervised release program component reaches many personswho do not qualify for regular ROR. The program expects all partici-pants to be: actively emplo:ed or seeking employment; receivingvocational training; or in an academic program. The program counse-lor's job is to provide services and/or make appropriate referrals.
"...each participant receives weekly supervision andmakes a commitment to establish personal goals. At theinitial stages each person signs an agreement form wherethe program guidelines are explained, and a treatmentplan is determined. Supportive counseling is stressedw ith rvices made available from existing communityagencies...in the areas of job development, educationalupgrading, vocational training, and individual, and familycounseling."2-)

Certain offenses disqualify an offender for supervised release:crimes against persons; serious drug charges; or use of a weapon inthe commission of a crime. To he eligible a defendant also must havea pending court date in Orange County in a county or circuit court.
The pretrial Oversion program component uses deferred prosecu-tion as an incentive in working with the offender. The program drawsheavily from the age group of 17 to 26 years. To be eligible, clientsmust have no prior adult convictions and no drug, alcohol, or severeemotional problems. In addition, only minor offenders (charged withmisdemeanors or third-degree felonies) are eligible.

"All participants are involved in intensive supervision/counseling coupled with a coordinated use of communityresources and rehabilitative facilities...the principalobjective of the pretrial diversion program is to offerselected youthful, although adult,-first offenders coordi-nated assistance in the areas of vocational training, jobplacement, educational assistance, personal counseling andphysical and mental health services. These services aremade available immediately after arrest and throughout asix to twelve month period of deferment. When a partici-pant successfully completes the program, he will heirtually assured of maintaining a clean record. u24
The residential facility is known as the Court Alternative Center.

It is a converted motel, with space for 50 residents, located in acommercial area of Orlando. It is leased by the county from a privateowner.

50
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FIGURE 31-2
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"The Court Alternative Center is a residential programdesigned for those defendants who do not qualify forrelease services because they need a more structuredliving environment and yet do not pose a threat to thecommunity. The Court Alternative Center can be viewedas an extension of release services and will acceptreferrals from the...(ROR and Supervised Release)...components. The Court Alternative Center's primaryemphasis is on work release clients who have been sen-tenced directly "to jail and qualify. H25

Referrals to the residential facility.come.from the jail, the ROR
and supervised release program, and directly from the courts. Allavailable inforrtion regarding a possible work release candidate(medical and psychological evaluations, prior record, instant offensereport, etc.) are reviewed by Court Alternative's personnel on aweekly basis to determine elegibility. Names withrelevant data aresubmitted to the Director of the Office of Court Alternatives forapproval.

Once a client has been accepted into the facility, he spends thefirst five days in orientation and is administered a series of tests.
A treatment plan is worked out with his counselor. In addition toworking, attending school, or participating in vocational training,the resident must attend one therapy session a week and meet indivi-dually with his counselor.

As of September 1977, "over 375 inmates have been residentsat the Center. Of this number, only 18 are known to havebeen subsequently arrested, resulting in a recidivism mateof only

The facility is staffed by a part-time administrator, an assistantadministrator who also' serves as treatment supervisor, a job develop-ment specialist, three treatment counselors, a secretary/bookkeeper,six counselor aides (for transportation and security) , and a food super2visor.

"Residents are required to pay $30 a week for maintenanceand room or 80% of their take-home pay, whichever is less.This results in not only reducing costs by approximately$50,000 annually, but also gives the resident a sense ofresponsibility many have not before
experienced...many re-sidents are able to maintain a savings account out of theirearnings--a first for some--(Earnings are also used)...for self support, family support, and court-ordered obliga-tions..."27

The misdemeanant probation program component was created in 1976to provide presentence investigation services to county courts and tosupervise probationers assigned to the Office of Court Alternatives.The probation component is staffed by a probation supervisor, fiveprobation counselors, three interns, a secretary, and a clerk/typist.
Misdemeanants on probation normally are sentenced to six monthsto one year of supervision; however, many probationers do well and

32
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are terminated early (from three to eight months). Probationers are

expected to pay a monthly supervision fee to the county to help off-

set the cost of supervision. Restitution and court fees often are

made conditions of probation.

Referral Sources and Admissions Policy

ROR and supervised release candidates are identified through in-

terviews conducted with persons arrested and booked into the Orange

County Jail. The judge may order release on the basis of staff

recommendations. To be eligible for supervised release the detainee

must have a pending court date and be a resident of the county.

Certain offenses make a person ineligible for the program: crimes

against persons; serious drug charges; use of a weapon in the commis-

sion of a crime.

"Participants. (of the pretrial diversion component) are

selected by the program staff after a review of the pend-

ing charge from daily arrest reports in county and circuit

courts. Referrals are also received from Orlando Municipal

CoUrt. Potential participants are interviewed and the

State Attorney is consulted in every case. The program

does a background investigation before making a decision

and the State Attorney. .completes the record check. Final

decision in every case is made by the State Attorney.

The presumption of innocence applies to all clients and

participation in the program is voluntary. Successful

participants avoid all court action a44 possible criminal

conviction on their deferred charge."

To be eligible for participation in the pretrial diversion pro-

gram, an individual must: have no prior convictions as an adult; be

charged with a misdemeanor or third-degree felony; receive case review

from the Charge Division of,the State Attorney's Office and permission

from the arresting officer and the victim to defer the case; be a

county resident or have committed the offense in Orange County; and

demonstrate need and a desire to cooperate with program counselors.

Primary consideration is given to persons in the 17 to 26 age group.

Alcoholics, drug addicts, and persons with serious mental problems

are not eligible except by special agreement with the State Attorney's

Office. (Drug offenders, if accepted, must be supervised by Treatment

Alternatives to Street Crime (TASC). Alcohol offenders must be re-

ceiving treatment for alcoholism by a recognized facility or program.)

Candidates also must he physically able to maintain full-time employment

and must have 60 days or more to serve. They must be classified as

minimum security. Persons with a history of violence are ineligible.

The Court Alternative Center receives referrals from the jail,

the courts, and other program components. Misdemeanor probation cases

are referred for presentence investigation by the county court. The

director of the Office of Court Alternatives makes the final decision

concerning placement.
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Workload

Workload figures for each program component for the year 1977/78appear in Table 6. About 1,150 persons are supervised on any one day;1,880 annually (some individuals may be counted more than once if theyare served by more than one program component).

Financing

Fiscal year 1978/79 costs for the program are available for threeof the major project components. These are shown in Table 7.Four sources of funds support the program: 12 percent comes from federaland state sources, including grants; another 58 percent comes from localcounty funds. The remainder (30 percent) is program income from threesources. Pretrial diversion charges a one-time supervision fee of $50for misdemeanor cases and $80 for felony cases. Probation supervisionfees of $10 a month are supplemented by $6 from the state for every $10collected locally. Residents of the residential center pay $30 a weekto help offset room and board costs. As of September 19, 1978:
"Pretrial Diversion...services about 450 cases annuallyand produces at least $150,000 in prosecutorial cost re-ductions.

The Court Alternatives Center...has provided for over 350 in-mates who would otherwise have remained in jail. Thedaily resident cost of $10.96 compares favorably withthe jail cost of $13.75 and amounts to an annual savingsof $45,000, and relieves jail overcrowding.
County Probation...provides services to at least 350 per-sons who would otherwise be in jail at any given time.At $14 daily per individual in jail, this amounts to aminimum yearly reduction of $1,500,000 in jail maintenancecosts, or an approximate savings of $950,000 annually."29

The Orange County philosophy emphasizes client participation inpayment of fees, restitution, and other costs. For example, inFY 1977-78, misdemeai- probation reported that $53,793 was collectedfor supervision fees, $34,600 for court fines and costs, and $13,200for restitution.

ST. LOUIS COUNTY (DULUTH) MINNESOTA
Sett i

Duluth is a port city located at the west end of Lake Superior inSt. Louis County, northeastern Minnesota. The County had a populationof 220,693 in 1970 and it covers a land area larger than the state ofConnecticut. Roughly one-half of the population of the county is con-centrated in its southern portion, centered in and around Duluth.
The Des Moines

replication project originally was established to-5erve this southern area of St. Louis County, but the community
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corrections system there has evolved far beyond what it was in the

early replication period. St. Louis County is now one of a group

of sparsely populated counties in the Arrowhead Regional Correc-

tions System, a six-county corrections authority.

Services

The original replication project in St. Louis County consisted

of the four program components of the Des Moines model: ROR, super-

vf.sed release, probation, and a residential facility. Under the

Arrowhead Regional Corrections Board, nearly all juvenile and adult

corrections services have now been pulled together into the multi-

county regional corrections system (the jails continue to be operated

by local sheriffs).

Court and field services provide pretrial, probation, and parole

services to County and Diltrict courts throughout the region. Juve-

nile institution services include operation of the Northeast Regional

Corrections Center .(the equivalent of Fort Des Moines), its educational

program and outreach components (such as volunteers in corrections),

and the Two Harbors Positive Peer Culture Program. One section of

the department is responsible for planning, research, staff develop-

ment, and educational outreach programs in four smaller counties.

Goals

The original objectives of the Duluth replication were: to pro-

vide defendants with an alternative to bail or pretrial detention

and convicted offenders with an alternative to bail or jail while

awaiting sentencing; to reduce recidivism by expanding probation to

offer education and training, counseling employment services, and

drug treatment programs; to house and treat a majority of offenders

in the community while maximizing public protection; to integrate the

offender into the community while serving a sentence in order to en-

courage non-criminal behavior upon release; to emphasize the use of

local community services in treating the offender; and to coordinate

existing community corrections programs in the county and district to

reduce gaps and duplication in services.30

"Two major considerations apparently guided the grant

proposal for replication funds. 1) The money would

help consolidate community corrections in St. Louis

County, giving local officials more control over felons

after adjudication. Administratively, the project would

give District Court judges more leverage over the North-

east Regional Corrections Center, and help integrate the

corrections center with county probation. 2) The money

would help reduce the grotesque workload of county pro-

bation officers. Administratively, the project would

allow probation to separate criminal caseloads from

family support caseloads."31
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Table 11-6
Orlando, Florida Replication

Workload StatisticsOrange County Office of Court Alternatives

Program No. of Annual Av. Daily Av. Length ofComponent Admissions Population Stay (months)

Pretrial 450 305
7Diversion

Residential 130 38
5.7Facility

Misdemeanor 900 615
8Probation

Pretrial 400 193
n/aRelease

Table 11-7
Orlando, Florida Replication

Annual Operating Costs of Program ComponentsOrange County Office of Court Alternatives

Pretrial Diversion

Residential Facility

Misdemeanor Probation

Release-On-Recognizance andSupervised Release

$ 80,000

228,000

93,000

Not Available
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Administration

The Arrowhead Regional Corrections System is governed by the

Arrowhead Regional Corrections Board through a joint powers agree-

ment signed by the six participating counties. St. Louis County

serves as fiscal agent for the corrections agency. There are four

major organizational divisions: (1) court and field services; (2)

juvenile institutional services; (3) adult institutional services;

and (4) support services. The current organization appears in

Figure 3.

Program Operations

At the time of the LEAA replication began in St. Louis County

(December 1974) only two of the four program components existed; a

regional community correctional facility and a probation service with

very large caseloads. No ROR or supervised release program components

were available.

The community corrections facility was initiated in 1969 follow-

ing a St. Louis County Grand Jury investigation of conditions at the

County Work Farm, which found the Work Farm "comparable to a dog ken-

nel." As pressure to improve the situation increased, the legislature

appropriated $50,000 to survey the state's corrections problems. This

study produced recommendations encouraging St. Louis County to form a

regional corrections facility in cooperation with Carlton, Lake, and

Cook Counties.-12 In 1973, LEAA funds were used to remodel the County

Work Farm and its name was changed to Northeast Regional Corrections

Center.

In 1971, an LEAA grant made it possible to provide diagnostic and

treatment services to the Duluth Municipal Court and to add one staff

position for the purpose of initiating a treatment program at the Work

Farm. Meanwhile, as was the case elsewhere in the nation, the popula-

tion of the Work Farm was changing. Public drunkenness statues were
removed from the books in Minnesota in 1971 and, as district court

judges became more confident in the program it was used to confine

younger felony offenders with longer sentences.

A 60-bed minimum-security regional corrections facility for adults

the Center is located 17 miles outside Duluth on a 3,000 acre site.

It is also an operating farm. The main building was built in 1930.

The location of the facility and the sparsely populated character of

the region make it necessary to deliver many services to the popula-

tion, rather than release residents to the community for services.

"The daily living program of any facility is often
overlooked; yet, without an adequate one, many other
things arc not possible. The residents at NERCC
(Northeast Regional Corrections Center) are allowed
to bring their own clothing and personal possessions
in with them. The only restrictions are on hot plates,
food and food preparation in the rooms for fire and
sanitation reasons. Clean linen is available as needed
and is regularly exchanged twice per week. Work clothes
and hoots are provided for those assigned to outside jobs.
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Meals are at 7:00 A.M., 12:00 Noon and 5:00 P.M., hiththe main meal in the evenings. Snacks are provided ona limited basis around 9:00 P.M. 'Hie residents, thoOtheir elected representatives, oper:ttc L:ItItycm k,ht,I 1,at various times during the day and evening. The profitsgo to the residents and they purchased such items as afootball, table, refrigerator, washer, and dryer fortheir own use. The resident manager handles his own inventory and account, There is a resident ,ouncil meetingon Wednesdays and a staff-resident meeting the Followingday each week. This serves as the vehic l
f.0 :or genevatinsuggestions, complaints and change where Feasible andoffers staff and residents a forum. Residents receiveallowance weekly. It amounts to about 504- per day Foreither a 5 or 7 day job, depending on preference and need(7 day jobs are voluntary)."33

Forty-three full-time and part-time staff members provide abalanced but largely institution-based program. The organi?at ion oFthe Northeast Regional Corrections Center is depicted in Figure 4.
Intensive probation services also are provided. Probation servicesexisted in St. Louis County prior to the replication project, hut thelarge probation caseload ruled out intensive probation. The replica-tion grant, plus an additional grant through the local regional criminaljustice planning unit, allowed St. Louis County and the three othercounties in the vast Sixth Judicial District to reorganize probationservices.

"The intensive probation unit allowed the chief probationofficer to divide his staff into two groups, one handlingthe family support cases and the other felony cases.Hence, intensive probation allowed an administrative re-organization of caseloads."34
ROR and supervised release were initiated-as part of the replication effort. Many compromises needed to he hammered out before theROR program in Duluth could be implemented. In the original replica-tion design the ROR supervisor was to he the jail administrator;however, county board approval was needed to promote him to this supervisor role and the board vetoed the plan. The county sheriff assumeddaily supervision of the program. ROR interviewers became mtiFormedsworn deputies. Eventually, for various reasons, the PUP program hecame only an obscure part of the Duluth program.

"Unlike other jurisdictions...the use of field citationsby police was widespread. In Duluth the police Nett.'issuing citations to, instead cif booking, some 41 peryillof those they arrested for misdemeanors, and it was certainthat the percentage would increase greatly within month.A new Code of Criminal Procedures required the police torelease on citation unless they iustified their deleniii,nin writing, for all but a few specified classes or mis,demeanor defendants was to take effect in July 1975. TheROR program was bound to wither away..."-15
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FIGURE 2-3
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Since there were few ROR releases, supervised release was the major

pretrial program component, and it was used extensively. Forty percent

of misdemeanor defendants, and forty-three percent of felony defendants

were released under supervision.36 In Duluth this program produced im-

pressive results.

if ...it was unarguably a successful control program. A large

majority of the clients completed it without incident. Only

two percent were returned to jail and less than one percent

were charged with failing to appear at a scheduled court

hearing. Six percent were arrested for new offenses, two-
thirds of which were misdemeanors, while they were in the

program. All those figures are considerably lower than the

equivalent ones in the Des Moines prototype."

Other program components were added as part of Duluth's effort to

adapt the Des Moines model to local needs. Three important features
provide good examples of such localization. First, a position of job

developer was created with responsibility for contacting potential

employers to encourage them to hire offenders, working with clients in

all components of the program, and maintaining a close working relation-

ship with the Comprehensive Employment and Training Act (CETA) program.

Second, the program developed a specific American Indian component.
Linkages were developed with the Minnesota Chippewa tribe, which was re-

presented as a separate unit of government with status equal to county

commissioners on the governing board. In addition, two Indian probation

officers were hired to work with American Indian clients. And third,

a law enforcement liaison officer was hired to work with the supervised
release component and to obtain the support and cooperation of law en-

forcement.

Referral Sources and Admission Policy

The county and district courts serve as the primary referral source

for all four program components.

"Residents are received at NERCC directly from the courts.
The county courts can commit a man here to a maximum of 90
days per charge; the district courts, up to 1 year per charge.
Misdemeanants (county court) are here on a straight commit-
ment and are eligible to earn up to 5 days per month 'good

time'. Felons are here as a condition of probation and as
such are not eligible for 'good time'. What generally happens
with a felon is that the judge at sentencing will commit a
man to the Department of Corrections for the term prescribed
by law, usually 5 years in the cases we receive, stays execu-
tion of the sentence and places him on a like amount of pro-
bation with a condition that he do the first year at NERCC.
Therefore, if he runs away or commits some other prohibited
act he can go back before the sentencing judge to face a

violation of probation hearing. If found to be in violation
of his probation, he can be returned here or to the county
jail and/or his time can be started over, or the original
sentence can be reinstated and the invididual sent to a state

facility. In the case of a felon, the judges tend to see
NERCC as one last chance. Therefore, we tend to get young,
first time felony offenders. The misdemeanants tend to come
in all shapes, sizes and ages."37
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Workload

Key workload figures of 1977, by major program components, are pre-sented in Table 8.

Financing

The Minnesota Community Corrections Act38provides a subsidy to sup-
port the current Arrowhead Regional Community Corrections System, but
each participating county also contributes significantly to finance theeffort. Revenues for 1978, by source, appear in Table 9. However, the
way the Arrowhead Regional Community Corrections Systems constructs itsbudget makes it difficult to estimate the cost of each replication pro-
gram component. Even the Florida State University evaluators wereunable to reconstruct these costs.39

CLARK COUNTY (VANCOUVER) WASHINGTON
Setting

Clark County, Washington, another Des Moines replication site, con-
tains about 175,000 residents and is located in the southern part of the
state. The principal city is Vancouver. Portland, Oregon, lies justacross the Columbia River, to the south.

Services

As the Clark County replication was initiated, in August 1975,several existing services were combined with the new replication compo-
nents within a new Department of Community-Based Corrections. This de-partment now performs four basic functions:

Client screening--the collection of information for thecourts; ROR services, misdemeanant probation presentenceinvestigations, and drug abuse assessments.Case
management--supervision of clients through misde-meanor probation services, supervised release, drug abuseservices, and alternative community services.Client treatment in residential treatment facilities--including drug abuse services and a variety of out-clientprograms.

Client re-entry assistance to ease the transition to re-lease status through employment services and counseling.
Goals

Simply stated, the goals of the Department of Community-BasedCorrections are to provide the courts with local sentencing alternatives
for felony and mismeanor offenders; to provide offenders with struc-tured supervision and services to assist them in developing necessarybehavior and employment skills; and, to coordinate services to offen-
ders so that essential services are delivered without duplication.
Administration

The evolution of the Clark County program is best summarized in
the LEAA Des Moines Exemplary Project report:
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Table 11-8

Duluth, Minnesota Replication
Workload by Major Program Component

Program Component Annual Average Daily Average Length
Population of StayAdmissions

North East Regional
Corr. Center

Intensive Prob.(2)

Supervised Rel.

ROR

262 80 (See Note #1)

498

772 (3)

64 1 yr.

110 (4) 3 wks. (5)

Replaced by Citation Release

Notes:

1. Felons averaged 10 months; misdemeanants averaged 45 days.

2. Duluth only.

3. This includes 266 felony cases of which 123 were released,
and 506 misdemeanor. cases, of which 444 were released.

4. Estimate of the Project Director.

5. Estimate of the Project Director.
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Table 11-9
Duluth, Minnesota Replication

Means of Financing
Arrowhead Regional Corrections System, 1978*

Beginning Balance (1977 Carryover)

Atkin County

Carlton County

Cook County

Lake County

Koochiching County

St. Louis County

State of Mn. Dept. of
Corrections

Miscellaneous (1)

$336,196.00

34,138.00

117,996.00

15,494.00

62,556.00

44,124.00

$1,522,686.00

1,197,428.00

551,348.00
Total

$3,881,966.00

1. Education grants and contracts. This amount also includes per-diem from non-participating counties (at $25 per day) and farmincome.

*Source: Arrowhead Regional Corrections Board, Arrowhead RegionalCorrections Plan, 1978, Duluth, Minn: September 1977.



"The replication project developed by Clark County was
-shaped by local needs and realities. It established a
new Department of Community Corrections within the
county government, with a director directly responsille
to the County Commissioners. Within the new department,
several existing criminal justice functions were combined
with new replication components. Two new pretrial com-
ponents were established: an ROR and a supervised release
component. Given the unmet need for intensive probation
supervision, the new organizational structure absorbed the
existing county misdemeanant probation office and added an
Intensive Services Unit which would not only provide inten-
sive probation supervision to the misdemeanants who needed it,

but which would also be assigned probation responsibility
for those felons whom judges felt needed intensive services
(services not currently provided because of the high case-
loads of the state probation unit). The replication pro-
ject also absorbed the existing work-release program and
established a residential treatment facility patterned on
Fort Des Moines."40

Today the Department of Community-Based Corrections consists of
seven components in addition to administration. The first four of
these were initiated with the Des Moines replication effort.

1) Fretrial Services (ROR)

2) Pretrial Supervised Release

3) Misdemeanant Probation Services

4) Residential Treatment Services

5) Alternative Community Services

6) Drug Abuse Unit

7) Employment Services

The administrative organization of these program components is illus-
trated in Figure 5.

Personnel requirements varied over the period 1977-78, but gen-
erally included the following:0
Central Administration: 1 Director, 3 Division Managers,

1 Clerical

ROR: 1 Supervisor, 3 Interviewers

Supervised Release: 1 Counselor

Misdemeanor Probation: 1 Supervisor, 3 Probation Officers

Residential Treatment: 7 Counselors, 1 Clerical

Alternative Community Services: 1 Counselor

Drug Abuse Unit: 1 Counselor

Employment Services: 1 Supervisor, 1 Counselor
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Program ()erations 41

In the release on recognizance (Pretrial services) component,interviewers screen the majority of defendants brought to the ClarkCounty Jail to determine elegibility for pretrial release. Screen-ing is stringent and difficult cases are closely monitored throughoutthe pretrial period. A point scale is used to screen offenders.Criminal history information is obtained from local law enforcementagencies. For felonies, a recommendation regarding ROR is given thecourt; for misdemeanors, the unit may release the offender on his ownrecognizance and advise the court of that action.

Supervised release (Pretrial supervised release) is consideredfor those arrested invididuals who do not qualify on the point scalefor ROR. Release is a judicial decision, based in part upon therecommendations of supervised release staff. Supervision in thecommunity is a unit responsibility. A counselor provides intensiveindividualized supervision.

The misdemeanant probation services unit provides presentenceinvestigafns for the District Court and supervision of misdemeanantson probation. The misdemeanant probation program has three distinctfunctions: (1) evaluation and training, including screening, motiva-tional counseling, and job placement; (2) drug services with screening,referral to treatment agencies, outpatient counseling, urine sampling,and case tracking; and (3) diagnostic services (also available to anyClark County criminal justice agency).

The residential treatment program offers intensive counseling ina therapeutic community for long-term (up to one year) residents.Work and educational release are possible in the latter months of aresident's stay. An intensive behavior modification program is pro-vided to male adult felony offenders who would be committed to prisonif not accepted for this residential alternative. Educational andvocational training is provided where appropriate and employment isrequired for graduation.

The alternative community services unit assigns indigent trafficoffenders to public and private non-profit agencies where fines areworked off at a credit of $3.00 per hour.

The drug abuse unit provides drug abuse evaluations for thecourts and pro-Eition department, manages a drug detection (urine scan-ning) program, and provides intensive counseling and therapy for drugabusers.

In the employment services unit counselors provide vocationaltesting and motivational counseling.

The Clark County programs operate out of four facilities. TheGreen House now is the site of the administrative offices, as well asthe employment, misdemeanant probation, alternative community service,and supervised pretrial release components. The County owns thisbuilding, which is located half a block from the courthouse. LangdonHouse is the locus of the Treatment Alternatives to Street Crime pro-gram, as well as the National Institute of Drug Abuse outpatientcounseling and ROR programs. This building also is half a block from
46
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FIGURE 1E-5
VANCOUVER, WASHINGTON REPLICATION
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the courthouse and owned by the county. Both Green and Langdon Housesare in a lower-class white, single and multiple-dwelling neighborhood,now undergoing a transition that will result in a predominance ofcounty facilities. Davis Court., also half a block from the courthouseis used as a residential and diagnostic facility with a capacity of 18.Current plans are to move to a larger, 33-bed facility at Lincoln Arms,about a mile from Davis Court and to backfill the Davis facility withthe administrative offices now located at the Green House. LincolnArms, upstairs, will serve as the residential treatment facility undercontract to a private organization, PREHAB: the lower floor consist-ing of 30 beds also will be operated by PREHAB under a state contractas a work-release facility. Lincoln Arms is in a lower-- class, whiteneighborhood with industrial zoning in the area.

Referral Sources and Admissions Policy

The wide range of programmatic activities operated by the Depart-ment permits almost all adult offenders entering the Clark Countyjustice system to he eligible for some service. Screening, of course,determines the proper match between client and program.

An estimated 98 percent of the clients of Department programs arereferred by the local courts; the balance comes from the state parolingauthority. The residential facility serves as an alternative to con-finement in state institutions; although work release is possible, thefacility is intended primarily for confinement purposes. Placementtypically is a condition of probation or parole.

The only restriction on these Department programs is a prohibitionagainst placing violent or sex offenders in the residential facility.

workload

Specific indicators of workload by program components are depictedin Table 10.

Financing

Budget revenue sources and costs by program component for theClark County Department of Community-Based Corrections are shown inFables 11 and 12.

THE DES MOINES PROGRAM MODEL: STRENGTHS AND WF\KNESSES
The Des Moines experience and the lessons learned at the six re-plication sites provide an opportunity to highlight those features ofthe program modei that appear to have demonstrable value and thosethat seem to have had unintended or undesired effects. Site visitsand review of extensive documentation concerning the replications pro-vide convincing evidence that this community correctional center programmodel represents an efficient and effective corrections strategyappli,-ahle to a wide variety of communities.
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...the sites chosen certainly fulfilled the Institute's
desire for variety. They included a conservative and a
geographically remote capitol of a mountain state, a
rich suburban county, a somewhat decrepit industrial city,
a booming tourist town and thc,capitol of a politically
intense deep-southern state.'"

An important strength of the model is that it has been replicated
successfully in several areas of the nation normally considered poli-

tically conservative and therefore relatively unreceptive to the

community corrections philosophy. The attraction of local control,

accountability, and economy were persuasive elements in initiating

and sustaining change.

The four program components of ROR, supervised release, misde-
meanor probation, and residential treatment, as well as the administra-

tive and organizational arrangements used to tie them together, give
this program model great appeal. There is evidence that these program
components can reduce jail overcrowding; improve the quality of informa-
tion available to courts in determining pretrial release and fixing

sentences; provide a residential alternative to jail that is suitable
for a large portion of inmates formerly sent to jail or prison; and
generate community support for corrections and correctional reform.
The administrative placement of the four components under a single
corrections authority helps to bring the "pieces" of local corrections
together organizationally.

The four program components bridge much of the criminal justice
system from pretrial services through sentencing options, but the com-
prehensiveness of that concept is a source of weakness as well as
strength. In the three replication jurisdictions described here, the
Des Moines program model proved an important evolutionary step toward
more comprehensive organizational arrangements.44 But the program
also proved difficult to replicate. In Salt Lake, Baton Rouge, and
San Mateo, some program components were never established; in Salt Lake,
Duluth, and elsewhere some components were initially established, then
atrophied and eventually disappeared. Because there are four distinct
program components, it is unlikely that all components will experience
difficulty at any one site; thus, the model does demonstrate some re-
siliency for survival. Many changes took place during the replication
process, but at each site the program did survive, although often in
modified form. Were the program model a single component, it might be
much more vulnerable to a "success/fail" outcome.

Experience with the program also suggests some pitfalls to avoid.
In Des Moines, the community correctional facility was designed to
work with clients who formerly would have been sentenced to jail or
prison. A recent state corrections research report concludes that some
Fort Des Moines residents would havg received probation if the Des
Moines facility were not available.45 At Des Moines many people dis-
agree with this finding. But even if the state report is correct, it
could be argued that many of the clients formerly placed on probation
could have been put on probation inappropriately; in other words, judges
may have believed they needed the closer supervision of a residential
program, but none was available.
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Table II-10
Vancouver, Washington Replication

Workload by Program Component
Clark County Department'of Community-Based Corrections*

Program Component
Workload Indicators

ROR:

Supervised Release:

Misdemeanant Probation:

Residential Treatment:

Alternative Community
Services:

Drug Services Unit:

Employment Services Unit:

Of 2,851 individuals interveiwed in
1977, 56% were not recommended for
ROR release. With an average of
35.1 days on ROR, .03% rearrested
during the release period.

Of 43 misdemeanants and 199 felons
referred to the program in 1977,
40.5% were accepted. Of these,
91.6% successfully completed their
period of release. Annual average
caseload, 73. Average 53 days on
celease.

For the 473 clients supervised in
1977, average number of client
contacts was 9.76; 241 presentence
investigations were conducted; su-
pervision was provided to 190
offenders.

18 residents in 1976; 22 residents
admitted in 1977.

968 referrals in 1977; 98.7% placed
at a community work site; 95.9%
successfully completed service
assignments.

46 drug abuse evaluations; 72 in-
volved in urine screening program;
35 receiving drug counseling.

Of 163 felony offenders referred in1977, 81% were successfully placed.
Of 64 misdemeanant offenders re-
ferred to the program, 57% were
successfully placed. An average of
33 days elapsed between first
contact and employment.

*Source: Health and Welfare Planning Council, Community-BasedCorrections Evaluation, 1977.
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Table II-11
Vancouver, Washington Replication

Calendar 1978 Budget-Revenue Sources

Clark County Department of Community-Based Corrections*

Clark Coun'y District Court $212,527

Washington State Department of Corrections (grant) 113,279

Treatment Alternatives to Street Crime (TASC) (grant) 111,642

Washington State Law and Justice Commission 22,644

(State criminal justice planning agency block grant)

Clark County General Funds
1,132

National Institute of Drug Abuse 13,430

(NIDA) (contract)

Comprehensive Employment and Training Act 11,911

(CETA) funds

State Grant in Aid Drug FullOs 4,000

$490,565

*Source: Interview with agency director, 1978.
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Table 11-12
Vancouver, Washington Replication

1977 Costs By Program ComponentClark County Department of Community-Based Corrections*

Program
Cost Indicators

ROR:
Budget approximately $55,000; costper interview $19.29

Supervised Release:
Budget approximately $25,000

Misdemeanant Probation: Total budget $110,000; cost perclient $287.96; average cost per
contact, $29.50; cost for maintain-
ing one probation client for onemonth, $48.00

Residential Treatment: Total unit costs, $259,033; costper client $6,475.32; cost per
successful client $64,758.22

Alternative Community Services: Budget $20,000; total value of
community services in 1977
$41,900.00

Drug Services Unit: Budget $95,375

Employment Se-vices Unit: Budget $28,000; average cost per
placement $123.35.

*Source: Health and Welfare Planning Council, Community-BasedCorrections Evaluation, 1977.



Signs of unintended side effects also were found at other loca-

t ions. In Duluth, Florida State University evaluators found evidence

that persons placed on supervised release were persons who, in pre-

vious years, would have been released on ROR or on bond.46 In Orange

County, supervised release gave way to the pretrial diversion program

(essentially a deferred prosecution program) and/or placement at the

community correctional center during the pretrial period; and, in some

of the ROR programs, admission criteria were altered to fit population

pressures at the local jail.47 These "system adaptations" can neutra-

lize the expected and planned impact of the Des Moines community correc-

t ional center program model. The fact that they occurred during the

replication period shows that these replications were not without some

important flaws. Management cannot always be expected to "rise to the

occasion" nor will "localization" or program adaptation always result

in improvements upon the original concept. Nevertheless, in each case

the program represented an improvement over what had been available

before, and the approach appears flexible enough to warrant considera-

t ion as a general alternative to traditional corrections concepts.

It is instructive to examine the many useful variations which

developed as widely differing jurisdictions attempted to replicate the

Des Moines community corrections program. In each case replication in-

volved a certain localization of program features; for example, in Des

Moines, a former military barracks was used as a community corrections

facility. A similar attempt in the Orlando area proved impossible and

an existing motel eventually was converted into a community correctional

facility. In Duluth, the St. Louis Work Farm provided the most logi-

cal site, and the timing proved to be right for its conversion to a

community correctional facility. In Clark County, a more residential

setting was developed. In each case, the community correctional faci-

lity emerged with its own distinctive character, architecture, staff-

ing characteristics, and its own locally tailored philosophy. In each

case the initiation of the community correctional facility was the

product of a mixture of unique circumstances, timing and local com-

petence and interests.

Other program components also were shaped by local needs, interests

and priorities. In Des Moines, the initial program emphasis focused

on pretrial prisoners, while in Duluth the program emphasized services

to convicted prisoners. In each case local strengths, weaknesses, needs
and priorities were adapted to the Des Moines prototype. As a result,

the programs established in each jurisdiction were quite different.

It is clear that jurisdictions wishing to implement the Des Moines

model may begin with the basic ideas, but modify them to meet their

own situation.

One of the more innovative aspects of the Des Moines program was

the administrative structure. Significantly, the jurisdictions des-
cribed here experienced important changes in their correctional
structures. While not always patterned after Des Moines, these juris-
dictions significantly modernized their administrative arrangements.
In Orange County and in Vancouver, for example, the replication ex-
perience provided the early basis for consolidating local corrections

into a more unified structure. Further evolution led to the formation

of Departments of Court Services at each of these locations. And, in

Iowa and Minnesota, the state encouraged other localities to begin
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community corrections programs patterned after the Des Moines andDuluth models. In each case, the new administrative arrangementsrepresented an improvement over that which had existed in the pastand, according to persons interviewed at each site, these administra-tive realignments represented an important strength of the programmodel.



CHAPTER III

MONTGOMERY COUNTY (MARYLAND) PORK RELEASE/PRE-RELEASE PROGRAM MODEL
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"A characteristic of most work release programs is

that the inmates pay a portion ol their wages for

room and boa rd , make required and voluntary poyments

for family support, pay taxes on their earnings, pay

fines, and, in some cases, moke restitution payments.
Inmate payments for room and board overage between

four and five dollars per day. On release, program
participants receive their ace rased sovings."

Some counties have established work release prorams in institu-

tional settings with few additional services. In contrast, others

have implemented full service programs operated from community resi-

dential Facilities. The latter ore known as pre release centers.

"One alternative to transitional release procednres

which recently hats received widespread attention is

the pre-release program. Inmates participating in

pre-releose programs ore allowed to work and attend

school in the community prior to termination or

their sentence nr release on parole. Participants

in such programs are provided a fu 1 I range of treat-

ment, employment, and educational services and are

allowed increasing levels of supervised freedom,

based on their program performance. Pre-release pro-

grams providing work and education release opportuni-

ties vary markedly among and within jurisdictions
with respect to program elements such as eligibility

criteria, services provided, provisions for increased

freedom, and inmate housing arrangements. To the

extent that pre-release programs offer N full range



of services to participants and an opportunity forprogressively increased amounts of freedom, theydiffer from the more traditional work release pro-grams which generally provide inmates little morethan the opportunity for temporary release from aninstitutio-1 setting to work in the community."4
The Montgomery County (Maryland) Work Release/Pre-Release Center(PRC) combines work-release and halfway house concepts in a short-termcommunity-based correctional program. As a prototype, it is an excel-lent example of the full-service pre-release community correctionalcenter program model. Much has been written about the MontgomeryCounty PRC.S As one of 32 programs awarded "exemplary project" statusby the National Institute of Law Enforcement and Criminal Justice,it has demonstrated objective evidence of success in reducing crimeand improving criminal justice,

cost-effectiveness, and adaptabilityto other jurisdictions.b

THE MONTGOMERY COUNTY PROGRAM MODEL

Setting

The Montgomery County Work Release/Pre-Release Center is locatedin a commercial district of Rockville, Maryland, in the heart of Mont-gomery County (population 600,000).

Services

This PRC integrates treatment and control services through sys-tematic procedures and a highly structured program.?

"The program involves extensive supervision, counselingservices, social awareness instruction, and work oreducational release from the center. Center clients,with the help of staff, develop a contractual agreementwhich sets forth their goals and proposed activitiesnecessary to attain those
8
goals prior to being trans-ferred from the censer."

Goa :s

Nine primary goals of the Center have been formulated:9

To operate a highly structured correctional center providingresidential treatment services to selected offenders nearingrelease to the community.

To increase opportunities for offenders to change both them-selves and those conditions that brought them into the criminaljustice system.
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rAeLE Z1

PRE-RELEASE CENTER PROGRAM MODEL MONTGOMERY COUNTY VORKRELEASE/PRE-RELEASE PROGRAM

t on

Characteristics 1 Rockville, MD.

pommunity Served Montgomery County, Maryland

600,000 population

Sponsoring/Operating Agency Montgomery County Dept. of Corrections & Rehabilitation

Services Offered Residential facility, work release, pre release, educational

release, social awareness training, counseling, social

family & leisure development services.

Annual Operating Budget $625,040

Sources of Funds CETA: $32,240; LEAA: $114,077; Client Fees: $60,000;

County: $418,723

Major Program Components Behavior contracting, work and education release, community&

center counseling services, social awareness instruction,

residential services, alternative leisure time and community

sponsor program

Workload Facility has 92 beds

Cost Average cost: $2,000 per client; average stay, 75 days

Admission Criteria Men & women sentenced by County Courts. Federal releases

sentenced from Montgomery County; selected pre-trial

detainees

Referral Sources Local Attorneys & County Detention Center via County Courts,

Bureau of Prisons, State Dept. cf Corrections

Who Makes the Intake Decision? Federal & State prisoners apply to center director; other

placement ordered by court after staff review s recommendation

Facilities One newly constructed multi-unit correctional facility

containing two 42-bed units for men and one 16 -bed unit

for women

Personnel, 37 full & 2 part -time staff, plus S consultant psychologists

e 5% time

1 See narrative description for dates, costs & detail, etc.



To develop a social climate and program to facilitatepersonal change, encourage individual responsibility,and increase social problem-solving skills.
To encourage and guide participants toward developmentof positive interpersonal relationships with familymembers and others.

To operate in such a manner that the community feelscomfortable with the center's presence.
To provide the parole commission and/or court with anassessment of the offender's readiness for release.
To release participants to the community with employment,cash savings, and suitable housing.

To implement a correctional program that provides economicand social advantages to the community (e.g., residentscontribute 20 percent of income toward room and board andpay family support, restitution, taxes, etc.).
To decrease the need for the probability of continued crimeafter release to the community.

Administration

The ten-year history of the Montgomery County PRC and itsadminstrative organization reveals a gradual, almost natural,evolution that could be experienced in many jurisdictions in thenation. The Center, started in 1968, initially was administered bythe county detention center. In this way, it was not unlike manyother jurisdictions that manage work furlough programs from countyjails or honor farms. By January 1969, a work release dormitoryhad been set aside to house up to 16 carefully selected inmates.Three years later, it became apparent that a penal environment wasincompatible with the community orientation of the work releaseprogram.

With financial assistance from LEAA, the program moved to itsown temporary facility in 1972 and began operating independently ofthe detention center and under its own director. Again, this was anatural evolution that reasonably might be expected to occur inother jurisdictions as their work release programs expand. In Mont-gomery County, another evolutionary milestone was the formation, in1973, of a Department of Corrections and Rehabilitation. Thisfurther consolidated the various components of the county correctionssystem. The nPw department contained two divisions: one fordetention; the other for work release and pre/release services.
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"The new correctional phi:osophy that emerged emphasized

the development of a well-rounded community-based treat-

ment program for offenders incorporating not only the

concept of work release, but additional treatment ser-

vices such as intensive individual and group counseling,

use of community resources, provision of social aware-

ness instruction, implementation of a phased release

program, and utilization of county alcohol and drug

treatment capabilities."10

Figure 1 illustrates the administrative organization of the

Montgomery County PRC and the internal staffing of the facility and

its programs.

Program Operations

The internal organization of the Montgomery County PRC reflects

the major components of the program. The Director (a deputy director

of the county-wide department) is responsiblefor management. He also

is responsible for coordination with district and circuit courts,

state and local corrections agencies, and other public and private

agencies. Correctional counselors provide contract monitoring, manage

the alternative leisure activity program, work with families of

residents, and conduct intensive counseling using reality therapy.

They work evenings and weekends and carry a caseload which averages

about ten clients each. Fifty percent of the professional staff of

the Montgomery County PRC are women, many of whom serve as correc-

tional counselors.

The Social Awareness Instructor, a teacher/counselor, administers

a 32-hour social awareness program. All entering PRC residents attend

two-hour evening sessions twice a week for eight weeks. The seminars

expose residents to community resources and prepare them to deal with

those situations any releasee must face as he leaves the center pro-

gram. Subjects include: job finding, work adjustment, money manage-

ment, social services resources, family planning, communications skills,

and use of leisure time. The Social Awareness Instructor also manages

the resident tutorial program and the PRC library.

The Work Release Coordinator concentrates on finding suitable

jobs for center residents, conducts job checks with employers of

residents, and conducts an employment interview skills seminar

utilizinilvideo tapes for all new residents who are unemployed.

The Community Services Coordinator is in charge of resident

access to community-based services and the Correctional Unit Super-

visors are responsible for managing the treatment and supervision

services of each of the correctional units of the facility.

"The Community Services Coordinator is responsible

for interviewing residents and arranging for treat-

ment services which are available in the community.

The Community Services Coordinator assesses indivi-

dual offender's needs, matches them with community

resources, and then coordinates the intake, placement,
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FIGURE I1
MONTECOMERY COUNTY PROGRAM MODEL

ORGANIZATIONAL CHART FOR THE PRE-RELEASE CENTER*

(FEBRUARY 1918)
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and ongoing service delivery of the community resources

for the individual resident. The Community Services

Coordinator handles other community-based activities

such as church, group recreational events, involvement

in County athletic leagues, etc. The Community Services

Coordinator also is the Center's representative at

sentence reduction hearings and Parole Board hearings

for residents."11

"The Correctional Unit Supervisor is responsible for

resident control, line supervisory staff and most Center

operational activities. The Supervisor ensures accounta-

bility of residents and compliance with Center policies

and regulations, maintains a drug-and alcohol-free unit,

develops staff duty schedules, ensures proper maintenance

of inmate case records, and writes pre-parole reports.

He is required to supervise other functions such as

work release accounts, food service, facility and equip-

ment maintenance, etc. n12

The facility was designed and constructed specifically as a

work release/pre-release center. Opened in February 1978, it has

a resident capacity of 92. There are three independently operated

correctional units (one for women and two for men). These units

are tied together structurally by a hallway and share a central

area serving education, dining, and administrative functions. The

facility is of brick and concrete-block construction, located in a

commercial area, close to public transportation.

"Each of the three units...contains bedrooms, a game/

television room, visiting area, laundry room, telephone

and vending machine area, control desk, counseling

rooms, staff offices, supply room and records room."13

The Montgomery County PRC program consists of three phases.

Progress made by residents is measured against specific behavioral

indicators (e.g., job evaluation, bank balance, disciplinary reports,

participation in PRC and community activities, etc.)."

"In Phase I the resident is expected to finalize his

or her contract and begin the activities specified in

that agreement, i.e., finding a job, attending Social

Awareness seminars, meeting with one's counselor, etc.

In Phase I the resident receives two 16-hour passes

per month. After six weeks on the program with good

performance ratings, the resident is eligible for

"progression" into Phase II, in which he or she con-

tinues the various contracted activities, but is

rewarded for past responsible behavior with ncrcased

home and visitation privileges (88 pass hours per month).

The resident is also allowed to bring in his or her own

paycheck. The.resident must perform consistently at a

high level in Phase II for at least six weeks before

becoming eligible for Phase III, which does not differ

significantly from Phase II except that the resident earns

much more time for home visitation passes (168 pass hours

per month) and receives the balance of his or her paychecks
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after room/board and Court-ordered payments are made." 15

Referral Sources and Admissions Policy

Offenders must voluntarily apply to the Center. Admission isgranted by the Center director after each applicant has been screenedby the staff and appropriate
recommendations have been made to thecourt or correctional jurisdiction (state or federal) having author-ity, which in turn approves the transfer.

Four groups arc eligible to volunteer for the program:
1. Those sentenced to the Montgomery

County Department ofCorrections and Rehabilitation for 18 months or less;
2. Those who are in the state system and were county residentsprior to incarceration;

3. Those who are in federal
institutions and were residentsof the county prior to incarceration, or are on federalprobation and the community work release program is acondition of probation;

4. Selected pretrial cases referred by the court.
"The PRC staff screener locates potential participantsthrough coordination with the courts, detention center,state corrections officials and federal community pro-gram officers. At least once a week the screener goesto the County Detention Center and reviews the status

16
of all current inmates to identify likely candidates."

About 90 percent of PRC residents are referred by the courtthrough the county detention center. Most of these are serving "splitsentences" such as 18 months in the county correctional system followedby two years probation. The vast majority of these individuals arebeing diverted from the state system. Federal and state inmates applyto the PRC through their institution's classification committee.
"If approved, a Federal or State correctional coordina-tor refers the individual to the Pre-Release CenterDirector who in turn reviews the case and determinesfinal acceptance. Pretrial applicants must be approvedby the Pre-Release Center Director and the Court.

"17Preference, however, is given to the sentenced offenders.
The inclusion of pretrial detainees is a departure from theoriginal-purposes of the Center. Adaptation of the program and shiftsin the type of population referred or admitted occurs in each programmodel. Not only do programs change as they are replicated elsewhere;the same program changes over time. Sometimes these changes can bequite dramatic, suggesting that an effort should be made to contin-ually reassess community corrections needs.
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Certain individuals are, by law, ineligible for participation

in the Montgomery County PRC program. Excluded are persons more

than six months from a release date or an escape risk; those with .

serious pending charges; those with detainers from other jurisdic-

tions; those incapable of working because of physical or psycho-

logical problems; and those previously revoked from the program.

Other cases are declared ineligible on the basis of criteria

established by the Program Director, his advisors and staff, using

Suitability Selection Scale which tends to screen out "...extremely

violent cases and assaultive recidivists; stranger to stranger murders

and rapes, or repeated armed robbery cases (all should receive state

incarceration); first offender cases where probation appears the

obvious choice and there is no significant alcohol, drug or mental

health problem identified."18

Workload and Performance Indicators

In addition to full services for up to 92 residents, the PRC

continues to provide limited services to ex-residents. Parole and

probation agents assigned to the PRC carry caseloads of approximately

75 ex-residents. Typically, one office visit, one field visit, and

several phone calls a month are made with each releasee.

During the period August 1972 through December 1976, 636 persons

were processed through the PRC program. Of these, 89 percent were

county inmates, 9 percent were state cases, and 2 percent were divided

equally between misdemeanants and felony cases.

Performance indicators are categorized generally as employment,

cash savings, suitable housing, protection of the community, and

recidivism data. A study of 399 residents during the period December

1974 through July 1977 showed 93 percent were placed in jobs.19 The

same study found that 65 percent had at least $50 cash when released

From the PRC; about half left with more than $150. Another study

Found that "all but one of the individuals successfully released

between August 1972, and August 1975, had housing at the time of

discharge. During the four-year study period about one-fourth

of all PRC residents were revoked for program violation. Primary

reasons for revocation were drugs (8.1 percent) , alcohol (S.5 percent) ,

and "walk-off" (4.7 percent). the remainder (7.7 percent) were

revoked for reasons classified as "other." In addition to the 163

persons revoked, another 15 were removed from the program for adminis-

trative reasons such as detainers in other jurisdictions and pending

charges. 21

The PRC program's impact on recidivism is suggested by the finding

thzit 78 percent of participants completing the program had no arrests

one year after release; 11.6 percent were convicted of new offenses

and 5.S percent wore re-incarcerated.-2



Financing

The Montgomery County PRC has been 'funded through a combinationof LEAA grants and state and local funds. Comprehensive Employmentand Training Act (CETA) funds also have been used.
The annual budget for FY 1977 was $625,040. Salaries, rent, andfood are the largest budget items. Jurisdictions considering establish-

ing a PRC should note that amounts will vary with the size of thefacility and by locale. Capital outlay, of course, is not included
in this figure and this can represent a substantial investment.The $2 million building in Montgomery County was specifically designed
as a pre-release/work

release facility. It is 55 percent county-financed and 45 percent state funded. Some $650,000 of that cost wasfor site acquisition.23

Montgomery County reports that the daily operating cost for thePRC is $21.11 per bed (as compared to a daily cost of $32.68 per bedat the county detention center) .24 Costs per case (per day costsmultiplied by length of stay) demonstrate the economic advantages of
the program. The Director reports that the Center is more efficientand effective than traditional programs.

"To provide -7ork release/pre-release services on anindividual basis in FY 75 the cost was approximately$1,741 and the net cost, after subtracting room andboard payments, was $1,581. These are individualswho typically would have spent eight to.eighteen monthsin the state system (giving optimum consideration forparole possibilities) where the cost involved wouldhave been much greater."25 ....At the same time thatwe are diverting these offenders, we have a programoutput oZ 80% arrest-free 1 year after discharge.I would suggest this system as both more effectiveand more efficient from an economic point of view."

MONTGOMERY COUNTY PROGRAM MODEL: STRENGTHS AND WEAKNESSES

Although there arc many programs similar in some respects to theMontgomery County PRC tLEAA-sponsored National Evaluation Program studiesprovide numerous illustrations),27 close observer of the programfound "the Montgomery County PRC is not directly c,mparableas itoperates in a highly supervised setting, providing both employmentand therapeutic services."28 ....a conclusion reached after completinga telephone survey of ten projects operating throughout the country.Results of the telephone survey, however, do provide a basis for alimited comparison of Montgomery County's program with other workrelease programs according to key characteristics
and indicators.(See Table 2). Persons conducting the survey caution that: "Datainterpretation is limited insofar as all the information was elicitedin a single phone cal' to each project; thus, no documentation wasavailable and most project data represent rough estimates. In view
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of the limitation of the data, this survey at best serves as only a
crude reference against which to compare the PRC. "2`-)

Table 2 does highlight some of the strengths of the MontgomeryCounty program model as compared with more conventional work releaseprograms:

Control and Treatment

One or the most striking characteristics of the program model isthe successful integration of a high level of control and super-vision with extensive therapeutic services.
Pre-release/Work Release Emphasis

This pr(ram model is applicable to jurisdictions in which theprimary need for a community correctional center is to reinte-grate jail or prison inmates into community life -where linkagesto jobs, suitable housing and social services, and a reasonablefinancial base arc the primary client needs.
Good Management

The management aspect of the Montgomery County PRC is a strength,but it may not he easily transferable. PRC management is charac-terized by carefully worked out and competently administeredreferral and screening procedures, a structured program, exten-sive management controls, good record-keeping, and excellentpolicy and procedure manuals. (Much of this information isavailable directly from the Montgomery County PRC)

Cost-hirective and Efficient

The operating costs of the PRC are less than those of the countydetention center or the state prison, and re-arrest, reconviction,and re-incarceration rates are low. It appears to be an efficientand effective corrections alternative for a carefully screenedclient population.

Contributes liconomically

The program makes sense financially: "Over 1,200 individuals haveparticipated in the program since 1969. They have earned over$1.2 million dollars, paid over $200,000 dollars to the Countyro room and board, paid over $200,000 in taxes, paid over $250,000for family support, and had $250,000 for savings at release.Residents also pay restitution if court ordered."
In addition to these strengths, tne MontgoAlery County model hasother distinct advantages. It is probably easier to implement thanthe Des Moines program model since it deals primarily with sentencedffenders and is operated largely from a single facility. The DesMoines model is more comprehensive, linking together pretrial services,probation, and the residential facility. However, its very compre-hensiveness and the complexity of implementing the Des Moines model
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is also one of its weaknesses.

The Montgomery County PRC model will be particularly attractive

to communities with overcrowded jails or in those jurisdictions

where new state corrections subsidies are encouraging localities to

retain offenders who formerly would have been sent to state prisons.

In this case the PRC model would serve as a sentencing alternative

for local courts, functioning in a manner similar to Fort Des Moines

and its counterparts ra her than primarily as a pre-release facility.

The PRC model is especially applicable where localities do not have

the facilities to house and program this type of correctional client.

Another advantage of this program model is that it is capable

of serving a wide range of clients--felons and misdemeanants; county,

state, and federal prisoners; men and women; and young as well as

older adults. Though it serves mostly sentenced offenders, it also

provides services to about one-half dozen pre-trial detainees at any

given time.

The.program model also has certain weaknesses. Replication is

likely to be an "all or nothing" proposition. The Des Moines model,

in contrast, consists of several components so that if one component

is not accepted in a community, others still may establish themselves.

This in fact, occurred at each replication site. Because the Mont-

gomery County PRC program model does not have distinct components,

the failure of one part of the program may discredit the entire pro-

gram.

The PRC program also can be more expensive than other models

for several reasons. First, the high leirel of supervision and staff/

client ratio both increase costs. Also, the capital outlay require-

ments may be significant because a more secure setting is required.

In order to obtain a suitable facility, a community might have to

construct one--as did Montgomery County. (The Montgomery County PRC,

however, operated from a privately owned facility for several years

before designing and building its own facility). Still, the con-

struction costs and/or the operating costs of the PRC model are less

than building and operating a new jail facility.

The 7RC program model also is potentially less flexible than

other program models. The more secure physical plant may not be

readily adaptable to a changing client population. Staff and

operating expenses may become an automatic authorization in the

annual budget process. Much depends on capable administration and

any jurisdiction planning to implement the Montgomery County model

must not assume that management will automatically rise to the

occasion. Inept or inadequate screening of clients may result in

the acceptance of high-risk individuals whose behavior may jeopardize

the entire program. There is also the danger that the facility

could become "just another jail" and without adequate monitoring,

there may be program deterioration and persons who rrmerly would

have spent the last few months of their jail or prison term at the.

PRC may spend time at the PRC in addition to their institutional

terms. This would prevent the PRC from alleviating institutional
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overcrowding and reduce client motivation for participating inthe program.

In sum, the Montgomery County PRC is an attractive versionof the community correctional center. As a program model it hasproven effective and efficient when utilized in the proper localeand with an appropriate client population. While it is useful asa program model, it should be recognized that the Montgomery PRCoperates the way it does because it is well managed. This is alsoan important factor in the successful operation of the othercommunity correctional centers described in this report.
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CHAPTER IV

THE PRIVATELY OPERATED PROGRAM MODEL

Iii many jurisdictions local government is, and will continue to

.be, the primary provider of correctional services. There arc, how-

ever, numerous instances in which some correctional services are

administered not by government but by private non-profit organizations.

The privately operated community correctional center thus is our third

program model.

This model is derived primarily from examination of three es-

pecially well-run private centers: Mahoning Residential Treatment

Center in Youngstown, Ohio; Talbert House in Cincinnati, Ohio; and the

Magdala Foundation in St. Louis, Missouri. Key characteristics of

these community correctional centers are summarized in Table 1. Atten-

tion is focused on these particular centers in part because they were

the first to receive accreditation by the American Correctional Asso-

ciation's (ACA) Commission on Accreditation for Corrections.

Establishment of this Commission in 1974, under an LEAA grant,

represented a major effort by the correctional field to develop, pro-

mulgate, and apply operational standards to correctional services

nationwide. Guided by by-laws and a statement of principles, the

Commission developed some 1,300 standards for adult paroling authorities,

community residential services, probation and parole field services,

long-term institutions, and juvenile residential services. These

standards initially were approved by a team of consultants and Commis-

sion mebers, field-tested by staff, and then approved for publica-

tion by the full Commission and the ACA Committee on Standards and

Accreditation. Many of these standards have been field-tested and

published in a variety of manuals.'

The published standards and commentary serve as the basis for the

voluntary accreditation effort. The accreditation process involves

peer review through a series of site visits to examine program opera-

tions and compares these with established standards. Accreditation is

analagous to an independent audit performed by a certified public

accountant or assessment of a university or college by an accrediting

association. The three centers described here also were evaluated

e ither by independent research organizations or by the agencies them-

selves; however, it is the ACA accreditation that serves as evidence

o f a particularly sound operation.

The privately operated community correctional center program

model has certain characteristics that distinguish it from the two

program models described in previous chapters. Managed by a private

o rganization, it is operated as a non-profit business as opposed to

a government agency. Also, because it lies outside of government,

the priv;.te center has distinctly different relationships with other

justice agencies and various levels of government, as well as different

roles with respect to the control and confinement of offenders.

Vile private residential facility generally is a refurbished

residence in an older residential neighborhood. In appearance it

usually is the most non-institutional of the three program mod' is
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described in this text. As an alternative to jail or prison commit-ment and also as a ore-release center, it performs both major functinn-,
of the other two program models.

These private centers consist of more than one community correc-tional facility since their clients include both men and women. Rosidential services tend to be less expensive than the other two prOgralnmodels; at least on a per-diem basis.
Typically, referrals come Crumlocal courts, state probation and/or parole, the Federal Bureau ofPrisons, and the federal probation system. Per-diem payments Forresidential services by these agencies make up a large part of the irrcome of the organization; however, the sources of income generally aremore varied than in the other two program models. Lacking the conti-nuity of public funding, these centers show great creativity ingenerating income for their program.

'Private community correctional centers are heavily involved withservice delivery. .Some centers provide most services directly; othersdepend primarily on-services from other community agencies and seetheir role in terms of service "brokerage." The three community correc-tional centers portrayed here have much in common; but since each is inmany ways unique they are described separately.

MAHONING COUNTY RESIDENTIAL :TREATMENT CENTER, YOUNGSTOWN, 01110
Setting

Mahoning County Residential Treatment Center, Inc., serves thegreater metropolitan area of Youngstown, a community or about 353,000people, largely supported by the steel mills of eastern Ohio.

Services

The Mahoning Center provides residential and out-client servicesfor adult male felons and misdemeanants under the jurisdiction or acriminal justice agency (a residential program for youth recently wasinitiated as well). Services for adult-residents include room andboard, employment counseling, temporary work adjustment experience,vocational services, drug and :_Icohol treatment, and educationalservices.

Goo is

Center goals are articulared 4y the Director:

"The Mahoning County Residential Treatment Center isa center designed for the youthful male adult offender.It was originally formulated to servo the Mahoning
County Common Pleas Courts by providing an alternaticto sentencing. Now...the center accepts residents fromall outlying county courts and persons released fromfederal and state institutions.'
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(ABLE DT-1

THE PRIVATE COMMUNITY CORRECTIONAL CENTER PROGRAM MODEL-- YOUNGSTOWN, OHIO, CINCINNATI, OHIO; ST LOUIS, MISSOURI

--------------14.cation
Characteristics 3 -------------, Youngstown, Ohio Cincinnati, Ohio St, Louis, Missouri

Name Mahoning County Residential

Treatment Center

Talbert House, Inc. Magdala Foundation, Inc,

Community Served

Population

Mahoning County, Ohio, &

greater Youngstown area

353,000 population

Greater Cincinnati area

1,000,000 population

St. Louis City, St. Louis County,

St, Charles Cu.: Franklin Cu.'

Jefferson Co.; 2,400,000 population

Sponsoring and/or

Operating Agency

Mahoning County Community

Corrections Assoc. Inc.

(Private, non-profit) 1

Talbert House, Inc.

(Private, non-profit)

Magdala Foundation, inc.

(Private, non-profit)

Services Offered Out-client & residential

services, vocational, coun-

seling, drug-alcohol, ed-

ucational

Out-client & residential

services,

counseling,

job assistance

$1,700,000

Out-client & residential services,

counseling,

psychological, vocational s academic

testing & evaluation,

pre-vocational trainino,

drug-alcohol counseliy3,

job Training & place,nent

$646,024Annual Operating Fluelet $845,925
2

Sources of Funds Title XX

State Corrections per diem

Bureau of Prisons

Ohio Youth Comm.

CETA

OJJAC Grant

State Mental Health

Work Adjustment

CDA Request

Bureau of Prisons per diem

Ohio State Corrections per diem

Title XX

State Mental He6lth

Community Chest

Client Fees

LEAH

Department of Labor

61rcotic Rehab. Act

.ity/County Courts

Bureau of Prisons per diem

State Div. of Corrections per diem

State Div. of Probation & Parole

per diem

St, Louis City Welfar.'Corrections

(3rd Party Purchase of Service)

State Div. of Family Services

(Title XX)

Dept. Mental Health-Drug Abuse K

Alcoholism (Title XX)

client Fees

Major Program Components Unit I Residence

Unit II Residence

Work Adjustment Center

Residences:

2 Men's, 1 Women's

Probation, Vendalta,

Youth

621-Cate, Ex-Offender Fmploymont,

COSOAP, Victim Assistance,

Methadone

3 Men's Residences

1 Women's Residence

Drug After Care Project



iABIE li-HCOVINUE01

THE PRIVATE COMMUNITY CORRECTIONAL CENTER PROGRAM MIL-- 110ONCSIOVIN, OHIO', CINCINNATI, OHIO; SI.101)1S, MISSOURI
........

Location

Characteristics 3 Youngst Mn, Ohl,
Cincinnati, Ohio St. Louis, Missouri

Workload, by Program Component
Annual Average Residences: Admits Av, Stay

Admits Av. Stay
Admits Stay(140) (days)

(days)
UNIT I 60 3 1) Men 79 09 Women Residence 77 91,19UNIT II 40 2 2) Men 71 PO Men's Residence 87 78.58Work AD). 100 3 3) Women 65 90 Men's Residere 102 90,(q1Youth Centers Pending 4) Probation 58 71 Men's Pesidenco 101 80.14
Forensic Units Pending 5) Vendanta 51 t17 Drug After Care 50 N/A
Newsletter New rrog. 6) Youth I 290

621-Care N/A N/A

Ex-Offender

Employment 691 tyn

COSOAP 1190 N/A

Victim Assts. N/A N/A

Methadone 56 N/A

Cost, by Program Component
UNIT I Residence $187,000 Residences:

Residential Services average $22.50 perUNIT II Residence 86,000 1) Men 140,027 dayI

Work Adjustment 198,000 2) Men 142,362N
Youth Centers 166,109 3) Women 140,729

4) Probation 125,072

131,771 5) Vendanta 206,746

Forensic Units 6) Youth 153,912

Newsletter 73,045 621 Care 149,396

Ex-Offender Employ,273,159

COSOAP 180,356

Victim Assist, 42,222

Methadone 253,033

Admission Criteria
Male Adults under Court or Parole Minors, under 18; history of No minors. Active drug and/or drug users
authority; juvenile programs also chronic violence, current

must be detoxified; history of repeatedavailable
psychosis, severe mental retar- violence not eligible

dation, arson or organized

crime not eligible

Referral Sources
State Parole 40% Parole

See Funding Sources above;
Federal System 10% Municipal & County Probation Courts, & Parole
Attorneys 20% U.S. Bureau of Prisons

Service Agencies 10% TASC

Self 20%



TABLE ZVI ICONTINUED)

THE PRIVATE COMMUNITY CORRECTIONAL CENTER PROGRAM MODEL-NUNGSIOWN, OHIO; CINCINFATI, OHIO; SNOWS, MISSOURI

Location

Characteristics 3 Youngstown, Ohio CincinnatiL Ohio

Program Director w/staff

consultant advice

St. Louis, Missouri

o Makes the Intake Decinions Court and Parole System

(criteria established

by Director)

Intake Commiaee

acilities Unit I: 15 bed min. security

Men's Residence

Unit II:10 bed min. security

Men's residence

Six residential facilities;

TWO general purpose residences

for men, one fnr women. Others

for probationers, drug users

i youth

24 bed residence for women

21 bed residence for men

25 bed residence for men

25 bed residence for men

Central Admin. housed in

refurbished residence

rsonnel, by type General Administration 10

Residential Centers 17

Work Adjustment 1

34

120 Staff 35 Full Time and 4 Part Time Staff

NOTES: 1) County Commissioners act as sub-grantee in some grants

2) Proposed 1970/19 Budget

3) See narrative description for dates, costs & detail, etc.



The philosophy of the Center is expressed in the opening para-
graphs of the contract each resident is expected to sign upon admission
to the residential phase of the program:

"The Mahoning County Residential Treatment Center
is a treatment center available to you on a volun-
tary basis. Before anyone comes to the center, they
must understand what is expected of them and what
they expect of the treatment center. Mahoning County
Residential Treatment Center was developed for the man
who is ready to make a change in his lifestyle but may
need some help. If you feel that you don't need or
want to change your lifestyle, then the treatment center
is probably not for you."

Administration

The center is incorporated as the Mahoning County Community Correc-
tions Association, a non-profit corporation. It is governed by an
11-member Board of Directors and a 5-member Executive Committee. The
Executive Committee consists of a chairman, vice-chairman, secretary,
treasurer, and corresponding secretary. There are two types of "mem-
berships," as described in the Association by-laws:3

Group Memberships: Any group of individuals operating
an agency or program which directly affects the cri-
minal population or any group of concerned citizens
interested in pursuing such an endeavor, which has re-
quested a membership in the Corporation and wishes to
participate in the Corporation's purposes and affairs
shall be a member of the Corporation upon payment of
the membership fel: and annual dues as determined by the
Board of Directors.

Individual Membership: Any individual who subscribes to
the purposes and basic policies of the Corporation, who
has requested a membership in the Corporation shall be a
member of the Corporation upon payment of the membership
fee and annual dues as determined by the Board of Directors.

Represented on the Board of Directors are local criminal justice
leaders, citizens, and social service providers. The administrative
organization of the corporation is illustrated in Figure 1.

Program Operations

The Youngstown Centerincludes two residential facilities, each
with a structured treatment program. The residences, refurbished
older buildings in the downtown area, are clearly non-institutional
in both appearance and operation.

The residential and community-based corrections service compo-
nents of the Center evolved from rather modest beginnings.
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Initially only a small inmate services project operating out of

the Mahoning County jail, the program developed into a fledgling store-

front counseling service for offenders. Both public officials and

citizens who participated in the creation of the Center found it more

convenient and more efficient to organize the delivery of some correc-

tional services privately than to do so as part of government. Thus,

as the program was enlarged, it moved from under the protective wing

of a supportive county government to its current status as a private

non-profit organization. As its name suggests, however, the Mahoning

County Community Corrections Association retains strong ties to local

government. The Board of Directors is a mix of private citizens and

public officials; and, county commissioners have served as "sub-

grantee" for some of the funding that has been funneled through govern-

ment agencies to support the Center. The Center thus operates as a

quasi-governmental organization, benefiting from its close association

with government,but achieving independence and flexibility through its

private, non-profit status.

The first residential component, a 15-bed operation funded by LEAA,

was opened in 1975. Today, there are two residential centers with com-

bined bed capacity of 25. Funding for a new 10-bed residential center

for adolescents and an 8-bed forensic center for mentally retarded

offenders recently was approved.

The program also includes a work adjustment center, which provides
pre-vocational training for 40 adult participants. This program offers

a 12-week sheltered workshop experience in which residents and non-

residents can observe, learn, and practice good work habits. Partici-

pants recondition cars for resale at used car lots and operate a metal

salvage business. The Center also administers a job exploration, job
search, and employment motivation program for youth and adults. Publi-

cation of a Youth Newsletter provides sheltered-workshop employment

for 15 youths between the ages of 16 and 19.

This comprehensive, community-based network employs 34 staff and

has an annual budget in excess of $750,000. Allied services are pro-

vi.ded by other community-based agencies. For example, drug and alcohol
services are provided by county mental health agencies; the Youngstown

Board of Education funds an adult basic education teacher who conducts

educational classes at the Center; and testing, evaluation, and some

clinical services are provided directly by the Mahoning Diagnostic and

Evaluation Clinic, a private organization under contract to the Center.

Referral. Sources and Admissions Policy

The original purpose of the Mahoning County Center was to provide

a needed sentencing alternative for local common pleas courts. Today,

however, nearly one-third of its admissions are pre-releasees comple-
ting state prison terms or persons returning to the community under
the sponsorship of the Federal Bureau of Prisons. The Center has
residential per-diem contractual arrangements with these agencies.
Placements from outlying county courts also are accepted, as are re-
ferrals from local- courts and state and federal parole and probation
authorities.
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To qualify for Center participation, an individual may be either
a misdemeanant or a felon, but he must be under the jurisdiction of a
sentencing court or a state or federal paroling authority. Ineligible
are persons with chronic assaultive behavior or tho addicted to drugs
or alcohol.

Once admitted to the Center, the resident undergoes an orientation
period in a highly structured residential program. He is asked to pre-
pare a written "contract" concerning specific expectations and goals
and is then guided through four in-residence phases, each requiring
more responsibility and accompanied by greater freedoms. Progression
through these phases is directly related to accomplishments and ful-
fillment of the contract. A fifth phase allows the individual to main-
tain contact with the Center after release.

Workload and Performance Indicators

From January 1 through December 31, 1977, the Center provided
services to 166 felons; 129 were residents and 37 were out-clients.
Of these 166 persons, 86 percent completed the program successfully.
The remainder were removed from the program and returned to the court
of original jurisdiction.

The Center's annual report indicates that about 9 percent of
clients completing the program have either violated a condition of
parole or probation (4 percent) or committed a subsequent offense
(5 percent) .

"The data also reveals that for the 91% who continue
to be in the community, the average e-irning rate is

$3.48/hr. This projects to an annual earning rate
for all clients employed of $825,177. Taxes paid on
these earnings approximate $123,776...When one compares
this data to the demographics of the population the
outcome data becomes even more impressive. Despite an
average age of 23.6 years, nearly 89% of the populatiod
never worked longer than six months in an employed posi-

tion, and 54% never worked at all. In all other areas
the data reflects a representative sample of the felon
populatio9 in terms of race, education, and prior re-
cords..."'

Additional workload statistics are presented in Table 2.

Financing

For FY 1978-79 the proposed budget totals $845,925. Although it

is difficult to break down these costs by program component, approxi-

mate costs for each major organizational unit are presented in Table 3.

Table 4 indicates the variety of sources of fund3- to operate the Center.

Title XX of the Social Security Act provides money for residential

treatment for indigent offenders. The State Department of Rehabilita-

tion and Corrections and the Federal Bureau of Prisons provide $15.04

and $26.00 per day, respectively, in residential per-diem allowances.

Titles I, III and VI of the Comprehensive Employment Training Act (CETA)
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authorize the Ohio Emplo;ment and Training Consortium to provideskill training, on-the-job training contracts with private employers,funding for a public service employee, financial support for 40 parti-cipant vocational training positions, and funds to operate the YouthNewsletter project.

"The program cost per client computes to $1,590,which is well below the institutional costs, un-taxed labor, and expanded welfare costs incurredif incarceration were effected."5

Although LEAA funds no longer are used to support the Center,they have been used as "seed money" to initiate certain program compo-nents. Local community development agency funds and federal Officeof Juvenile Justice and Delinquency Prevention funds have been reques-ted to support the start-up costs of new program components. It issignificant that the Center isnot dependent on the county for directfinancing. This sophisticated mix of funding arrangements evolvedgradually and reflects careful planning and coordination with publicsector correctional agencies and sources of financing. Clearly,privately operated community correctional centers must be carefullyplanned, implemented, and coordinated with correctional services fromthe public sector. This subject is discussed more fully in Chapter V.

TALBERT HOUSE, CINCINNATI, OHIO
Setting

Talbert House, Inc serves the greater Cincinnati metropolitanarea, an urban center containing over one million people.

Services

This private, non-profit organization operates six residentialfacilities and a variety of out-client programs. Residential facili-ties include two for adult male ex-offenders and one facility eachfor adult male probationers, adult female ex-offenders_ adult drugabusers, and youth. Each facility offers a structured treatment pro-gram with both group and individual counseling and a variety ofreferral and support services. The residences are refurbished olderhomes not far from downtown Cincinnati.

Goals

Talbert House originally was created to assist state prisonersin returning to the community; however, the scope of the program hasexpanded as the community has turned to Talbert House for assistancein meeting newly identified needs.

"Talbert House strives to provide a proper climate fora fluid transtion of the ex-offender from prison to thecommunity; to counsel and assist the adult dru,r,-, abuser(also operate a methadone clinic); deal with the problemsof the adolescent drug user; provide an alternative to
78

r



Table IV-2
Youngstown, Ohio

Mahoning County Residential Treatment Center: 1977

Admissions, Daily Population, Length of Stay, 2.y- Program Component

Program Component Annual Average
Admissions Daily

Population

Average
Length of
Stay

(months)

Unit I Residence 60 15 3

Unit If Residence 40 10 2

Work Adjustment Center 100 30 3

Table TV-3
Youngstown, Ohio

Mahoning County Residential Treatment Centcl: FY 1978-79 Approximate
Costs, By Program Component

Program Component Approximate
Cost

Unit I Residence $187,000

Unit II Residence
86,000

Work Adjustment Center
198,000

Youth Centers
166,109

Forensic Units
131,771

Newsletter
73,045
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Table 1V-4
Youngstown, Ohio

Mahoning County Residential Treatment Center: FY 1978 -79 Funding
Sources and Amounts

Source Amount

Title XX Social Security Act

State Corrections Per Diem

U.S. Bureau of Prisons

Ohio Youth Commission

Comprehensive Employment and
Training Act (CETA)

OJJAC Grant (State Criminal
Justice Planning Funding)

State Mental Health

Work Adjustment Center Receipts

Community Development Agency Request

$105,000

96,000

9,000

2,000

101,045

166,109

131,771

87,000

76,000

1
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incarceration; be of assistance to the victims of
criminal offenses; provide crisis intervention through
a twenty-four hour telephone switchboard and walk-in
center and counsel/secure employment for the ex- offender."

Administration

Talbert House is governed by a 25-member Board of Trustees,
nine of whom are members of the Executive Committee. The Executive
Committee is composed of the officers of the corporation and up to

three additional members appointed by the president with the approval

of the Board.

Nine special committees allow Board members close and continuing
involvement in corporate business. These committees are entitled:
Nominating, Public Relations, Membership,' Program and Special Events,

Finance, Executive, By-Laws, Personnel, and House Committee.

The administrative organization of Talbert House is illustrated

in Figure 2.

Program Operations

Major program components of Talbert House are reflected in the
organizational units depicted in Figure 2. There are six residential

programs:8

Halfway House for Men. First Talbert House program,
started in 1965. Capacity: 17. Funded by per-diem
from Bureau of Prisons, Ohio Adult Parole Authority.
Average stay: 3 months.

Halfway House for Men. Opened in 1969. Capacity: 17.

Funded as above. Offers similar programs (individual
counseling, group counseling, vocational and employment
placement).

Halfway House for Women. Opened in 1971. Capacity: 15.

Average stay: 4 months. Similar program as men's re-
sidences. Funded by the City, Hamilton County, Adult
Parole Authority, Federal Bureau of Prisons per-diem;
and Title XX.

Halfway House for Probationers. Opened in August 1975.
Probationers only. Capacity: 16 men. Funded by LEAA,
Hamilton County, and Ohio Adult Parole Authority.

Vedanta. An adult therapeutic community for drug abusers,
opened in 1971. Average stay: 8 months. Co-educational.
Capacity: 28. Funded by Central Community Health Board,
Adult Parole Authority, Hamilton County.

Residential Youth Treatment Program. Opened 1970. Re-
sidential program for 9 males and 9 females with drug
and mental health problems. Ages 14-17. Funded by 648
Board, Community Chest, fees.



Other Talbert House program components 9include:

to. COSOAP (Comprehensive One-Stop Offender Aid Program).Provides a multitude of services under one roof. In-cludes intake, clinical services and testing, welfare,legal aid, educational and job placement. Funded byLEAA, Greater Cincinnati Foundation, Episcopal Diocese,City of Cincinnati, and CETA. Opened in 1975.
Ex-Offender Employment Program. Assisting offendersin vocational and job readiness, counseling for voca-tion training, testing. Works with 5,000-8,000 peryear. Opened in 1978. Funded by City of CincinnatiCETA funds.

241-WORK. A temporary day labor program is Aso a com-ponent of this program.
621-CARE. A 24-hour switchboard and crisis center.Averages 4,500 calls a month. Provides back-up servicesfor mental health catchment areas and Community ChestInformation and Referral. Funded by 648 Board, City ofCincinnati, Community Chest. Opened in 1971.
Victim Assistance Program. Opened in July 1976. Pro-vides advocacy services to victims of crime. Counsel-ing by telephone or person-to-person also provided.Over 1,000 victims were served during the first twoyears.

Methadone Treatment Program. Program taken over fromthe City of Cincinnati on July 1, 1977. Provides metha-done treatment for 150 drug addicts.
Close working relationships with varied funding sources and withfederal, state, and local governments characterize the 12-year historyof Talbert House. The relationships which have been developed play alarge part in the success of the Talbert House program. The trust andfaith in Talbert House management and services, and the cooperation an'coordination that exists today, is the result of a continuous effortto build credibility and confidence. A community correctional centerwill experience a certain number of critical incidents during itshistory. Surviving these difficult experiences is dependent upon thesupport and good will of local, state and federal governments and, ofcourse, the public.

Referral Sources and Admission Policy

The director of each program, with staff and consultant advice,determines who will be admitted to the Talbert House residential andout-client programs. The residential programs admit adult male andfemale felony offenders. Selected youth with drug and mental healthproblems are admitted to the youth treatment program and out-clientservices also are provided through COSOAP to a wide range of adultoffenders.
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Referrals are received from the state parole system, the Federal
Bureau of Prisons, municipal and county probation, and the Treatment
Alternatives to Street Crime (TASC) program. Persons ineligible forparticipation in the adult residential program include: minors under18; persons with a history of chronic violence, arson, current psycho-sis, or severe mental retardation; and persons with histories of in-volvement in organized crime.

Workload and Performance Indicators

Talbert House maintains extensive records concerning workloadby program component. Table 5 presents workload information for theyear 1977.

Financing

Viewed as a total program, 120 Talbert House staff, with a budgetof $1,700,000 provide comprehensive community-based corrections ser-vices. Table 6 portrays cost data by program component. Here, as inother privately operated community correctional centers, are foundcreative and sophisticated funding arrangements. Significantly, eachprogram component is funded from a variety of sources; thus, any speci-fic program may suffer a cut-back but is less vulnerable to being dis-continued. Sources of funds for 1977 included: per-diem from theFederal Bureau of Prisons and Ohio state corrections; Title XX of theSocial Security Act; State Mental Health; Community Chest; client fees;the Law Enforcement Assistance Administration; the Department of Labor;the Narcotic Rehabilitation Act; and city and county courts.

Per-diem residential costs paid by the Federal Bureau of. Prisonsand the Ohio Department of Rehabilitation and Corrections are impor-tant funding sources. However, funds for indigent offenders providedunder Title XX of the Social Security Act allow Talbert House to offerservices to many clients from the city and county courts (these agenciesas yet have neither a mechanism nor funds to provide per-diem payments).State Mental Health funds and dollars made available through theCommunity Chest also are important sources of revenue. LEAA, HEW, andDepartment of Labor have provided funds to initiate programs.

It is important that the original source of most of the moniesto support Talbert House was the federal government. Although thefunds move through a variety of third parties, federal financing re-mains a mainstay of the Talbert House operation.

The history of Talbert House reflects the variety of fundingsources. A group of interested citizens formed a study group and laterbecam:? core members as a Board of Directors formed for incorporation.The board acquired the initial operating money among, themselves andtheir friends, and the Catholic Archdiocese provided nn ;ectoryfor the building. The first residence was opened in Aiku:;t P_)(6.Six months later an Office of Economic Opportunity grant ac(tuiredthrough the local Community Action Commission. Community Clic,!- mund-ing provided additional financial support bey':nning in 1968 rr ,!id acontract with the Federal Bureau of Prisons to provide serv:L1c.. iofederal offenders returning from prison in a i,release prirnm.
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Shortly thereafter Talbert House was selected to provide a drug addict

aftercare program under the federal Narcotic Addict Rehabilitation Act.

The organization thus was in a position to respond to community

concern about drug abuse among young people during the late 1960's.

A coffee house and 24-hour switchboard was funded by the Hamilton

County Mental Health and Mental Retardation Board and the City of

Cincinnati. The switchboard now responds to more than 4,000 calls

per month and the coffee house has become a crisis drop-in center.

In 1970, a residential therapeutic community for drug addicts

was started with funds provided by the City of Cincinnati and Hamilton

County. Subsequent funding was provided by the Office of Economic

Opportunity and the National Institute of Mental Health through the

Central Community Health Board.

The U.S. Department of Health, Education and Welfare provided

initial funding of the residential youth treatment program. Today

the program is f2nan,7,=,,i with county Mental Health and Mental Retarda-

tion funds, Community Chest funds, and client fees.

The LEAA provided start-up funds for the women's residential pro-

gram. Today, per-diem charges support the facility. These are paid

by the Ohio Department of Rehabilitation and Corrections, the Federal

Bureau of Prisons, and the city and county.

The employment and training component of the Center began with

financial assistance from the Department of Labor's Concentrated

Employment Program. In the spring of 1974, LEAA provided funds to

expand the program to include job readiness assistance, counseling

for vocational training, and testing. The program accepts referrals

from probation and parole and now serves over 700 offenders annually.

The residence for adult probationers was established to serve

both the common pleas court as well as the municipal court. It is

funded by LEAA and Hamilton County. The Comprehensive One-Stop

Offender Aid Program, (COSOAP), which serves as the out-patient multi-

service Center of the Talbert House special service delivery system,

is funded by a combination of monies provided by the Greater Cincinnati

Foundation, the Episcopal Diocese, and the City of Cincinnati.

MAGDALA FOUNDATION, ST. LOUIS, MISSOURI

Setting

The Magdala Foundation is a private non-profit organization

serving the five-county metropolitan area of St. Louis, Missouri, an

area of approximately three million persons.

Services

The Magdala Foundation operates four residential treatment pro-

grams and a drug aftercare program. The residences are refurbished

older homes, clearly non-institutional in character, and integral
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Table IV-5
Cincinn-ti, Ohio

Talbert House: 1977 Wor-:load By Program Component*

Program Component Admissions Average Average
Daily Length of

Population Stay
(days)

Residences:

Men
79 17 89

Men
71 17 80

Women
65 13.5 90

Probation 58 14 71
Vendanta

51 17 117
Residential Youth

Treatment
9 13 290

Other:

621-CARE N/A (1) N/A
Ex-Offender Employment

Program 691 25 N/A
COSOAP 1190 N/A N/A
Victim Assistance N/A 5(2) N/A
Methadone

56 78 N/A

1. 2 walk-in; 150 calls per day

2. Client contacts per day

*Source: Talbert House Executive Assistant



Table IV-6
Cincinnati, Ohio

Talbert House: 1977 Budget, By Program Component*

Program Component Costs

Residences:

Men $140,027

Men 142,362

Women 140,729

Probation 125,072

Vendanta 206,746

Youth 153,912

Other:

621-CARE 149,396

Ex-Offender Employment
Program 273,159

COSOAP 180,356

Victim Assistance 42,222

Methadone 253,033

*Source: Talbert House Executive Assistant



parts of older residential neighborhoods. The Foundation also offersa range of services,
including individual and group counseling, psycho-logical services and testing, and employment services. Referrals aremade as needed to appropriate community resources for medical, voca-tional, and other services.

Goals

Magdala Foundation was organized by a group of citizens from theSt. Louis metropolitan area who were primarily interested in assist-ing the female offender, particularly those released from the St. Louiscity jail and from the state institution at Tipton. Today, the organi-zation serves both women and men, but its programmatic focus remainsthe same:

"The purpose of the Corporation is to provide rehabi-litation and other services to the public offender,regardless of race, creed, color, sex or nationalorigin, through supportive care, training, guidanceand other services."1°

In addition to the overall goals of the organization, which appearin the annual reports, the by-laws, and the articles of incorporation,an annual statement of objectives is developed as part of the manage-ment-by-objectives approach of the Foundation.

Administration

Like the two organizations discussed earlier in this chapter,Magdala Foundation is a non-profit,
charitable, tax-exempt corporation.The Foundation has received certification from the Missouri Departmentof Mental Health as a drug and alcohol abuse treatment program andaccreditation from the ACA Commission on Accreditation for Corrections.It, too, is governed by a Board of Directors and an Executive Board.The Executive Board has five members: a chairman, president, executivevice-president, secretary and treasurer. An executive director servesas professional manager of the corporation.

An indication of Magdala's Foundation's management approach isillustrated by its administrative organization. Asked for a copy oftheir organization chart, Foundation representatives produced its"Link Pin Organization of Accountability and Communications," whichappears in Figure 3. Staffing of key positions appears in the sameillustration. The organization employs 35 full-time and four part-timeemployees.

As was the case for the two Centers described earlier, managementstyle and treatment approach combine to create an organization witha distinctive character and a pervasive philosophy that serves toguide all aspects of the operation. Magdala Foundation, for example,is committed to a
management-by-objectives approach. Quantifiable,measurable performance objectives are established and a sophisticatedmanagement information system provides quarterly measures of results.The treatment program at Magdala Foundation relies heavily on reality
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behavior models. Contracts, developed by all clients, include clear,

measurable performance indicators. Clients move through distinct

program phases based upon objective behavioral indicators of their

ability to handle increased responsibility. The two pillars of

management-by-objectives and reality behavior treatment techniques

converge to serve as the philosophic foundation of the enterprise

and determine its basic character.

Program Operations

From 1965 to 1967 the citizen organizers of the Foundation

visited women in the city jail and state prison aad provided services

to releasees on an out-client basis. At the same time they sought

funds to establish a residence for women. By 1968, the group had

formed a corporation and purchased a residence in the Lafayette Square

area of St. Louis. This was made possible by two grants from the

Department of Health, Education and Welfare; one grant was awarded

to renovate and equip the facility, the other to operate it. Sub-

sequent expansi-in to include male offenders was made possible by

additional grants from Model Cities and the State Planning Agency.

"By 1970, a year prior to the expiration of the last

grant from HEW, a final determination was made after

months of discussion, that we should expand our services

to include the male offender. An appropriate change in

the Articles of Incorporation was made and the Corpora-

tion applied for grants from the St. Louis Model Cities

Agency and what was then known as the Missouri Law

Enforcement Assistance Council (The State Planning

Agency) both for the continuation of the women's
residential center and for the establishment of an

additional residential center for men. "11

Funds from these two grants enabled the continuation of the wo-

men's facility and establishment of a residence for men. A former

convent was acquired to serve as the men's facility and grant funds

I./bre utilized to refurbish and equip the building. At about the

same time, Magdala Foundation established an out-client program,

located in the same building as the corporate administrative offices

in a residence next door to the original men's residence.

"In 1973, LEAA announced the advent of the High Impact

Program. The corporation applied for and received
additional grants from LEAA's High Impact Program as
well as from Model Cities to establish two additional
residential centers for men. One of the centers was
purchased from the Salvation Army...and the other was
purchased from a private individual...Both centers opened

in 1974."12

Today, the agency has four residential program components and

it operates a drug aftercare program for the Federal Bureau of Prisons

on an out-patient basis. Each residence has a structured and well-

supervised program with its own unique treatment philosophy. A token

economy is the treatment strategy at the residence for women and at

one of the men's residences. Reality therapy is the major theme at

a second men's residence, and transactional analysis is the major

treatment modality at a third. Each program requires the resident
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FIGURE EZ - 3
ST. LOUIS MISSOURI

MACDALA FOUNDATION

LINK PIN ORGANIZATION OF ACCOUNTABILITY AND COMMUNICATIONS

(1978)
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to move through successive stages of treatment accompanied by gradu-

ally increasing responsibilities and rewards.

Referral Sources and Admissions Policy

The agency serves many types of clients: persons on pretrial

release, pre-release, and work release, as well as persons on probation

or parole. Referrals are received from every major correctional

agency in the area, but since the number of these referrals is related

to the referring agency's willingness and ability to pay the per-diem

costs of residential placement the Foundation admits primarily state

and federal pre-release cases.

The agency accepts both men and women, age 17 or older, who are

under some form of court jurisdiction. Minors are excluded, as are

persons with a history of repeated violence. Active drug and alcohol

cases must be detoxified before they can be admitted.

Referrals also are received from the St. Louis City Department of

Welfare, which has jurisdiction over the city jail and the medium-

security institution. The Ohio Divisions of Corrections and Family

Services, and Board of Probation and Parole, the Federal Bureau of

Prisons, and federal probation system also refer clients to the Founda-

tion.

Workload and Performance Indicators

Magdala Foundation admits approximately 400 men and women to

the residential portion of the program during any given year, and

approximately 50 receive services in the drug aftercare program.

Normally, the residences operate at 83-85 percent occupancy. Work-

load figures for 1977 are presented in Table 7.

"During 1977, a total of 483 (including those admitted

during the year and those in residence at the start of

the year) offenders were served in the four centers.

Of the 371 released during 1977, eighty-nine percent

(89%) were released successfully. Employment was high

despite the fluctuations and uncertainties of the job

market. Eighty-seven percent (87%) were released

holding a full time job. The average pay per hour was

$3.17. Residents reported earnings of $214,083 and at "13

least $29,757 was paid in federal, state and local taxes.

The drug aftercare program, started in November 1977, provides

services to the Federal Bureau of Prisons and probation and parole

clients. During the first month of operation it enrolled 17 persons

and by November 1, 1977, the caseload was 50. Two individuals were

discharged during December 1977. The limited data available reveal

that of these 20 individuals 15 were male, 18 were black, and 14 were

unemployed or employed only part time; the average age was 29.5 years.

The completeness of the Magdala Foundation's management informa-

tion system and the straightforward, pragmatic measures used to assess.

performance provide an excellent illustration of the way in which a
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community correctional center can evaluate its own performance anduse this information in revising and managing its program. TheFoundation has formulated objectives in seven key areas: program;policy; staff and volunteer supervision and development; community
and staff relations and communications; records, reports, and re-
search; facilities, equipment, and supplies; and finances. Table 8
lists ten programmatic objectives for 1977. Performance indicators,
which permit calculation of results or program performance for that
year, are listed in Table 9.

-11
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Table IV-7
St. Louis, Missouri

Magdala Foundation: 1977 Workload, By Residence*

Residence

Residence 1

Residence 2

Residence 3

Residence 4

Admissions Average
Daily

Population

Average Length
of Stay (days)

77 21.1 91.49

87 17.2 78.58

102 24.0 90.64

103 23.4 80.34

*Source: Magdala Foundation Assistant Executive Director
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Table TV-8
St. Louis, Missouri

Magdala Foundation: 1977 Residential Program Performance ObjectivesAnd Results

Objective
Results*

1. Percent of all clients releasedfrom Agency programs with a
Constructive Day

60% #9, #16, #20, #252. Minimum amount of hourly wageof all full time job Construc-tive Day release
$2.70 #22

3. Minimum weekly percent of all
program clients engaged in a
Constructive Day

60% #9, #16, #20, #254. Minimum number of individualsto be served during 1977 400 #1, #2, #3, #4
5. Percent of all individuals

accepted into the Agency pro-
grams successfully completingthe program

90% #19
6. Percent of Residential clientsearned net income placed intoa savings account

20% #26
7. Maximum percent of Residential

clients leaving program withinthe fiist 21 days of entrance 15% #18
8. Number of days for Residential

clients from entrance into pro-gram to first Constructive Day up to- 48 #9, #16
9. Maximum percent of Residential

clients absconding, escapingor running away
10% #23

10. Maximum percent of clients beingterminated from the program 30% #24

*Indicator numbers listed in Table 9.
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Table 1V-9
St. Louis, Missouri

Magdala Foundation: 1977 Program Results Indicators

[I. All Clients (Residential)

Indicator #

1977

1 Avg. Daily Population
85.7

2 Number Served
453

3 Number Entering
369

4 Number Released 371

5 Avg. Weekly in Employment 43.9

. 6 Avg. Weekly Percent Employed 51.0%

7 Avg. Weekly in Training 8.5

8 Avg. Weekly Percent in Training 10.0%

9 Avg. Weekly Percent in Constructive Day (1) 61.0%

II. Released Clients Only
1977

Indicator #

10 Avg. Age
24.6

11 Percent Black 60.0%

12 Percent White 40.0%

13 Referral Source by Percent:
Federal

26.0%

State
72.0%

Other
2.0%

14 Percent Served Following Incarceration 64.0%

15 Percent to Negotiate Service Contract (2) 91.3%

16 Percent to Establish a Constructive Day 74.3%

17 Avg. Length of Stay 86 Days

18 Percent Released Within First 21 days (3) 10.0%

19 Percent Successful (4) 89.0%

20 Percent of Constructive Day beleases 64.8%

21 Percent Released With a Full rime Job 87.0%

22 Avg. Pay Per Hour Holding a Full Time Job $3.17

23 Percent Runaways, Absconded, Escapees 17.8%

24 Percent Termination Rate 31.8%

25 Percent of:
(a) Program Completion (5) 31.5%

(01 Level)

(b) Partial Completion (6) 13.3%

(02 Level)

(c) Legal Status Discontinued (7) 14.8%

(03 Level)
Avg. Client Savings $79.29

2b

(1) through (9): See following page for definitions
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Definitions (used in Table 9):

(1) Constructive Day: A client is involved in an activity ora combination of activities within the community for aminimum of thirty-five (35) hours per week and is produ-cing a minimum gross income of $84 per week. Activitiesmay include employment, education, training, and volun-teer work.

(2) Negotiate Service Contract: A mutual agreement betweenthe client and staff-that specifies the nature of aclient's Constructive Day and the community servicesneeded by the client in order to obtain a ConstructiveDay.

(3) Release Within First 21 Da s: Indicator of insufficientexposure to the program, which has a bearing on outcome(results) information.

(4) Successful: Individual left program and entered the com-munity. Failure means that a client left the program asa result of being incarcerated for a new offense or was aprisoner who either escaped or was terminated.
(5) Program Completion (01 Level): Client maintains Construc-tive Day from between 5 to 7 weeks and saved 15% of grossearnings.

(6) Partial Completion (02 Level): Client has less than 5 to7 weeks Constructive Day activity and 15% gross incomesaved, but staff, in conjunction with client and legalauthority, agreed to early release.
(7) Legal Status Discontinued (03 Level): Client has notachieve 01 goals and was released because his legal statuswas changed (i.e., pretrial release or prisoner whose "date"comes, parole, mandatory release, expiration).
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Table IV-10
St. Louis, Missouri

Magdala Foundation: FY 1977-78 Operating Budget*

Item
Expenditure

Personnel
$486,701

Contractual Services
5,647

Travel
8,800

Utilities
41,167

Household Supplies
54,100

Administration
32,800

Other Supplies
12,244

Depreciation
4,565

TOTAL $646,024

*Source: Magdala Foundation Assistant Executive Director

Financing

The Magdala Foundation had a FY 1977-78 budget of $646,024, as

shown in Table 10. The daily residential cost was $22.50.

From 1968 through 1975, the Foundation relied almost exclusively

on grants. Now, however, in contrast to the other non-profit communi-

ty correctional centers discussed here, the Magdala Foundation no



longer operates with grant funds. Currently, its financial structureis based upon contracts with six separate referral sources; theFederal Bureau of Prisons, The Missouri Division of Corrections; theMissouri Division of Probation and Parole; the St. Louis City Welfare/Corrections Department; the Missouri Department of Social Services,Division of Family Services (through Title XX of the Social SecurityAct) ; and client fees. In the near future the Nagdala Foundationexpects to receive per-diem payments From the Department of MentalHealth, Division of Drug Abuse and Alcoholism, also under Title XX.
The Foundation, somewhat uniquely, owns its four residentialproperties and thus has achieved an important degree of fiscal inde-pendence. In earlier years, grant funds provided the capital torefurbish the residential facilities. Mortgage payments currentlyare financed through rent charged to contractual agencies.

THE PRIVATELY OPERATED PROGRAM MODEL: STRENGTHS AND WEAKNESSES
A federal report states that Talbert House operates "comprehensivecommunity-based programs providing meaningful diversion and alterna-tives to the courts and prison system. They are well run, with acaring staff and a concerned board. They rank at the top of effectiveprogramming for- the public offender."'s Similar statements may bemade about the other Centers described in this chapter. Of the threeprogram models, the private center appears to be the most securelyrooted in the community. It originates in the community and it islocally financed, operated, and controlled. And because of the wellfocused, and sometimes intensely held, philosophical views of personnel,each Center has a unique sense of "mission" and a clear idea of whatit wants to accomplish. This encourages competence and promotes uni-

fied organizational efforts.

The origins and evolution of the privately operated communitycorrectional center, as illustrated by these three examples, showthey developed rather predictably. They were all initiated by con-cerned citizens groups. They started small and slowly developed com-petence and knowledge of the criminal justice system. They did notbegin by operating a residential facility, but rather grew into it,after a period of providing services to offenders on an out-client basis.
But, because assistance, training and information to help organizationsinitiate residential programs is now so much more abundant, it isprobably no longer necessary to have long lead times before organizationsare prepared to successfully create residential programs. When theydid obtain a residence it was usually accomplished with grant fundsto: (a) obtain the building, (b) refurbish and equip the facilities,
and (c) initially operate the facility until the organization coulddevelop amethod for sustaining itself financially. Invariably, theorganizations were dependent upon per-diem payments by governmentagencies to keep going.

Clearly, private organizations are able to carry a significantportion of the corrections workload in many communities. Of course,the model is more appropriate for some jurisdictions than for others.A privately run community correctional center, for example, may beespecially appropriate where the state or local government, for what-ever reasons, shows signs of indifferent-or inconsistent correctional
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administration. In such circumstances, the complexities of enabling

the government to administer corrections more competently may far out-

weigh the simple advantage of allowing a private, non-profit agency to

do the job.

The private center also tends to be better equipped to evaluate

its own performance and to respond to demands for accountability.

These centers, perhaps because they are administered as private

businesses, often have quite sophisticated management information

systems and may invest more resources in research and evaluation.

Ironically, the governments that fund or use these private centers

often require more complete accountability data from these centers

than they do from their own publicly operated facilities and programs.

In contrast to the publicly funded center, which relies almost

exclusively on the local property tax base, the private correctional

center has been especially creative in finding and utilizing varied

sources of funding. Private centers thus are able to respond rela-

tively quickly in matching needs and resources and in modifying

programs as client populations shift or as new sources of revenue

become available. It is difficult to generalize about costs because

of the inconsistencies in calculations of residential, per-diem, and

related expenses. Yet the privately operated community correctional

center appears less costly to local government than the public center.

Private centers secure a wider variety of non-local sources of support;

their capital outlay requirements tend to be lower; and many have

adopted systems of management control that allow more efficient manage-

ment of operating costs.

Offsetting such strengths as greater accountability, flexibility,

and cost-efficiency are a number of actual or potential disadvantages

associated with the privately operated center.

The relationship of the community correctional center to govern-

ment is critically important, and perhaps the most vulnerable aspect

of this particular model. The model depends upon good relationships

with officials of general government, with the courts, and with other

criminal justice officials_ The character of this relationship can

be quite varied; for example, the Mahoning County Residential Treat-

ment Center is closely affiliated with government. Many public agency

and criminal justice agency heads participate on the board of direc-

tors of the organizaton; the other two Centers in this chapter keep

more of a distance from government.

Some readers may wonder if private agencies can really "control"

offenders. Private agencies are not agents of government; they lack

the power to arrest, to detain, etc. Thus, there is a view that the

publicly operated center is equipped to handle different types of

cases than the privately operated center. The data indicate that the

populations of public and private centers are much the same.

Control over offenders has been less of a problem where referral

to traditional corrections programs (jail or Prison) exists as a back-

up in instances of noncompliance. But the image that the private

community correctional center may not be an appropriate placement for

many offenders is a myth which needs to be overcome.



There also are significant differences between public and privateoperations in terms of control over the program. In most of thepublicly operated community correctional centers, judges control ad-missions and exert great influence over the content and direction of
the program. In most privately operated community correctional cen-ters, admission is voluntary and the program director may have theright to reject any applicant. As a practical matter, even in thepublicly operated programs, staff often advise judges that certaincases are unsuitable

for placement;
nevertheless, there may be a senseof uneasiness about how far local government can go in insuring that

the privately operated community correctional center serves the public
mandate. These potential disadvantages can be overcome. Some privatecenters have developed strong ties to local government and a highdegree of responsiveness to the needs of the community.

There are some serious disadvantages associated with the need ofthe private center to obtain independent funding. The other side ofthe coin with respect to the private center's flexibility in respond-
ing to shifts in funding patterns or priorities is the unavoidablytenuous nature of its existence. Although this makes their existencemore hazardous than a publicly operated community correctional cen-
ter, it makes it easier for government to terminate programs whichare not efficient or effective. It often is more difficult for govern-
ment to do away with its own appendages.

The nature of the community correctional facility itself presentsboth advantages and disadvantages. The refurbished older home typi-cally used by the private community correctional center is quitedifferent in architecture, in institutional appearance, in level of
control or security, and level of staffing, than the facilities whichcharacterize the other two program models. But private centersoperate on very tight budgets. Government grants or per-diem pay-ments rarely allow money to be gradually

accumulated in a contingencyfund which can be set aside for maintenance, emergencies or repairsto the physical plant. This presents a pitfall which needs to beavoided, particularly when new residential centers are being initiated
by inexperienced

program administrators. Residential centers that donot develop the cash reserves for contingencies will be operating on"borrowed time"--until the residence needs a new roof or until theboiler needs to be replaced, etc. When crises develop, such centers
may be forced to close. The community correctional center operated
by government, of course, is less likely to have to cease operationswhen such a problem occurs. Also, a major problem in jurisdictionswhere local corrections monies are not available to pay the costsassociated with private center programs is that local judges may beunable to refer offenders to it. Privately operated community correc-tional centers sometimes are not used by local judges, not because ofopposition to the program, but because the judges do not believe the
center is an option since local and state government do not budgetper-diem payments for its utilization. Since per-diem income often
is the "lifeblood" of the private center, unless local governmentsauthorize such payments, these centers will continue to serve primarilystate and federal pre-release cases.
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Despite some potential weaknesses, the private community correc-

tional center does offer a workable alternative to the publicly funded

program. Private centers now seem to stand at the confluence of

several major societal currents, including a renewed interest in

localism and local control and a general disenchantment with "big

government" (particularly expensive government). In an age of scarce

resources and with ceilings placed on government spending, there may

be a more receptive atmosphere for turning to private non-profit

organizations to handle more of the corrections workload. Particularly

attractive are 'well-managed' organizations--those that embrace modern

concepts of management-by-objectives, performance measurement to im-

prove results, and philosophies stressing achievement of behavioral

objectives. Concerns with accountability, sound management, and cost-

effectiveness all point to a new and more realistic philosophy for

corrections: crime is coming to be viewed not as a problem for state

and local governments to solve, but as a condition to be managed.

Tn this context, community correctional centers, and espec'ially those

operated by private agencies, are likely to play a more important role

in meeting correctional needs in the future.



INTRODUCTION TO PART 2

The seven chapters which comprise Part 2 are directed toward

the broad subject areas of planning; administration, organization,

and management; personnel; programs; facilities and facilities man-

agement; support services; and evaluation. The substance of these

chapters is applicable generally to all community correctional centers,

although individual and local variations may be both necessary and

desirable. The text should be particularly useful to those charged

with responsibilities for, and decision-making about, community

correctional centers.

Chapter V on planning is built upon a foundation which argues

that planning for a community correctional center should be an integral

part of a community's system-wide criminal justice planning process,

not an adjunct to it. The planning foundation includes the observa-

tion that planning starts with an assessment of a problem, not a solu-

tion to it, and that planning must establish realistic expectations

for the center. Chapter VI moves the reader more directly toward

the operation of the center itself by providing a number of guidelines

about center organization and management. The guidelines offered are

established principles of public administration, modified to meet

the particular focus of the correctional center. Chapter VII is

directed toward personnel and recognizes that the management of human

resources significantly impacts upon the achievement of organizational

goals and objectives.

Chapter VIII on programs is written from the perspective that

programming in a community correctional center is part of programming

for a comprehensive community correctional system. Arguing that cor-

rectional philosophy and program must merge, the chapter discusses

program management generally and the management of supervision, counsel-

ing, employment, education, job training, leisure time activities,

health care, and financial services specifically. Chapter IX targets

directly upon the most visible part of the community correctional

center--the facility itself. The underlying premise of the chapter

is that facilities have no intrinsic value: they are a means of

achieving the end of reintegration of the offender into the community.

Chapter X recognizes that a variety of support services are neces-

sary in the administration and management of the community correctional

center. Thus, attention is directed toward such support services as

planning, management information systems, case records management, and

fiscal management. Chapter XI is a non-technical chapter on evalua-

tion which focuses upon the nature of evaluation, the requirements for

criteria, standards and an adequate data base, and summarizes general

research strategies and methodologies frequently utilized in correc-

tions. The basic premise throughout is that the community correc-

tional center will benefit from an increased use of social science

procedures, particularly those which test efficiency and effective-

ness, assist in problem-solving, and enhance decision-making.
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The recommendations and guidelines these chapters generallyare consistent with the series of Standards) prepared by the Com-mission on Accreditation for Corrections and other recent publications,such as the volumes on halfway houses prepared by John M. McCartt andThomas J. Mangogna in 1973,2 and by Harry Allen and associates in1977.3 Indeed, some of the major emphases in this volume come directlyfrom the work of the Commission and the Allen and McCartt publications.The purpose of this text, however, is not to set standards in anarrowly defined mode, but rather to focus the attention of decision-makers upon essential matters that transcend any specific center orprogram model, but directly affect the success or failure of communitycorrectional efforts.

There is, not surprisingly, a significant amount of consistencyin philosophy, principle, and recommended practice among most currentdocuments. Over the years, a number of shared understandings aboutorganizations in general and corrections in particular have emerged.Although subject to constant re-examination, many of these remainvalid and applicable to a variety of community correctional organiza-tions and facilities. These general principles have stood the impor-tant test of time, even if some modifications may be required, andthey underlie the recommendations and observations of the presentvolume. Two principles, in particular, stand out:

Corrections must emphasize public safety and community pro-tection; individual assistance to offenders must be setagainst that backdrop.

The community is an appropriate focus for corrections; afull range of community resources, programs, and facilitiesmust be made available, and both citizen involvement withcorrections and offender involvement with the community areessential.

It is important to note that accreditation, which both publicand private community correctional organizations may wish to seek,requires adherence to the more specific and detailed standards ofthe Commission on Accreditation for Corrections.4 The narrativecontained in the following chapters parallels the standards, but inno way attempts to duplicate them.
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CHAPTER V

PLANNING THE COMMUNITY CORRECTIONAL CENTER:
MAJOR DECISIONS AND PLANNING ACTIVITIES

Three program models and successful operating examples of each

have been described, But how were these successful examples initi-

ated? What lessons were learned from their experience? What are

the key decisions to be made? What questions must be asked--and

answered? Where should planning for a community correctional center

begin? Research and operational experience gained in the sites

visited for this study provide important lessons and guidelines for

others considering the establishment of a community correctional

center in their own jurisdictions. Major lessons include:

Planning for a community correctional center should take place as

an integral part of a community's system-wide criminal justice

planning process.' This comprehensive planning process shoula

occur within a conceptual framework that consists of a rational

series of steps leading from preparing for planning to problem

identification and analysis, through goal setting, the selection

of alternatives, and the implementation and evaluation of programs

and projects. It should conclude with refinements based on program

experience.2

Planning for a community correctional center should begin at the

beginning--with an assessment of the problem, not with the design

of a known "solution." Too often, early stages of the planning

process are ignored and planning begins on the untested assumption

that a community correctional center is needed. This tends to pro-

duce problems later on.'

Planning should establish realistic expectations for the community

correctional center. If a community correctional center is determined

to be needed, expectations regarding problems a center can and can-

not resolve must be reasonable and realistic. It is a mistake to

assume that a community correctional center can cure the multiple

ills of a poorly managed or ineffective justice system.

What happens if planning is not system-wide, if essential planning

steps are skipped, or if the objectives set are unrealistic? A hypo-

thetical case, based on a composite of actual experiences, illustrates

some of the possibilities:

Community X has an overcrowded jail. The "jail problem" (not the system

problem) is examined through the planning process. Based on the

analyses and recommendations of this study, the community builds a

community correctional center to help relieve jail overcrowding and

provide an alternative to confinement. (These two reasons were

commonly associated with the establishment of community correctional

facilities.) Later it is discovered that the jail is still overcrowded

and the average daily population of the community correctional facility

is higher than expected. Closer inspection reveals that the jail is

overcrowded primarily with pretrial prisoners--persons ineligible

for transfer to the community correctional facility. Further, it is

determined that pretrial overcrowding has occurred because pretrial

screening mechanisms are not working well, court delay is a problem,



and the presentence investigation reports take twice as long tocomplete as in the past...

In this hypothetical case, the community correctional centercan have little impact on the problem of overcrowding. Expectationsfor the center were not realistic. Had planning begun at the begin-ning and included a system-wide analysis of problems and potentialsolutions, other more effective alternatives might have been devised.For less in capital expenditures, and probably with better results,any of the following might have reduced overcrowding in the local jail:
improve pretrial screening mechanisms by modifyingthe release-on-recognizance program or institutingsupervised release;
establish an intake service center;4
introduce a population accounting system to monitor andanalyze changes in jail population, admissions, andlength of stay;5

reduce court delays;6
speed up preparation of presentence reports.?

Any or all of these responses to the jail overcrowding problemmight be more effective than establishing a community correctionalfacility. But they appear obvious only when the perspective onplanning is system-wide, the process is orderly and thorough, andsolutions are realistically designed.

Planning the Community Correctional Center

The criminal justice planning process typically includes system-wide data collection and analysis, identification of problems andtheir causes, examination of alternative solutions, and selection ofalternatives for implementation. Once the need fora community cor-rectional center has been establisheti by such a comprehensive planningprocess, a more specific planning phase can begin: planning for thecommunity correctional center.8 How does a community determine thekind of center it needs?

The first task is to assign responsibility for a needs assessment.9In some communities it may be best if citizens take the initiative;in others, officials of government may perform this task.10 Considera-tion should be given to developing a task force approach.to communitycorrectional center planning, with staff assistance provided byappropriate private and public agencies. In most .of the sites visited,this approach was used.11 Private centers often spent years in theassessment phase, using this period to gather supporters, to learn howthe criminal justice system operates, and to determine -more preciselythe needs of potential clients.12 These centers generally startedsmall and gradually built confidence, competence, And support.Returns on this investment included broader support and approval ofcriminal justice agencies, enhanced public understanding and acceptanceof community treatment, reduced opposition from residents of the area
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where facilities were to be located, and closer ties to social ser-

vices in the community.13

Needs assessment should begin with an identification of the poten-

tial client population.14 It should produce an estimate of the number

and characteristics of potential clients, as well as identify their

service needs (education, training, jobs, drug/alcohol or other medical

needs, etc.). Offense classifications, estimates of the level of super-

vision or control needed by each client group, and approximate length

of stay in the program should also be included in the assessment.

One output of the needs assessment phase of the planning process

will be a declaration of findings. This is essentially a problem state-

ment which sets forth the facts, presents an analysis of those facts,

and then proposes a specifi,t community correctional center concept

as a needed course of action. It will contain general as well as

specific findings and conclusions. (Often the statement that appears

as the preamble to any enabling legislation summarizes the more general

findings in a section called "Legislative Findings and Declarations.")15

A statement of purpose (also typically contained in enabling legis-

lation in a section entitled "Purposes and Functions of Community

Correctional Centers") is another tangible product of this early plan-

ning phase. Statements of purpose, whether they appear in legislation,

in annual reports, or in articles of incorporation, generally have

similar features. The statement of purpose is usually a general ex-

pression of the overall policy orientation of the board of directors,

the legislature, or the community. It expresses an operating philoso-

phy--a set of values and beliefs that will serve as normative guide-

lines for the community correctional center.16

The statement of purpose needs to be strong enough to serve as a

philosophic foundation for both policy formulation and the more specific

time-phased and measurable goals and objectives17 developed later to

guide the administration and management of the community correctional

center. Too often planning proceeds without a clear statement of pur-

pose, either because thinking on the matter has not progressed far

enough to be articulated, or because it is easier to gloss over honest

but significant differences. This is a common, yet serious, planning

error. It is important that a consensual statement of purposes be

developed and committed to writing.

Once purpose has been spelled out, design and implementation of

the community correctional center can begin. It is important that
the design of facility and program spring from the needs assessment.
Too often, the reverse occurs: the facility and its programs are con-

ceptualized first; then clientele are selected to fit the model.
This reflects the common mistake of defining the planning task too

narrowly.

If the needs of all potential clients are included in the needs

assessment, a more comprehensive picture will emerge. Some subset of

this population then can be selected as most appropriate for community

correctional center services. Once the needs of the potential



client population have been established it will be possible to designa facility and develop programs and services to meet identified needs.
The time, energy, and resources required for developing an adequateplan should not be underestimated.

Insufficient time often results inneglect of critical planning steps, especially in the early phases,which may jeopardize the success of any program developed.18 Also,decisions must be faced squarely as they arise since sidestepping themoften results in problems later on. When decisions are postponed oravoided because of the interpersonal
or interagency conflict which theythreaten to generate, tklg effort to establish a community correctionalcenter may be abortive. The key seems to be to take planning seriousl)to devote significant time to it, and not to jump prematurely to pro-grammatic solutions.

Key Planning Decisions

Many decisions must be made in planning and establishing a com-munity correctional center. By the time the need assessment has beencompleted and purposes have been clarified, three key questions anda number of subordinate ones will have been answered. The three keyquestions are:

Do we need a community correctional center?
What should the purposes of the community correctionalcenter be?

What overall philosophy will guide the operation of thecommunity correctional center?

The answers to these questions will become more precise, morefocused, as a long list of interrelated subordinate questions areanswered:

Who should assume responsibility for the needs assess-ment?20

What types of client appear to need community correc-tional center services?-61
What seKxices and what major program components areneeded?

Which client services should be provided by the communitycorrectional center and which services should be referredout?

What are the goals of the community correctional. center?23
What referral sources are to be served? Where will clientscome from?24

What workload needs to be planned for?
What geographic service area is to be served?25
What will be the approximate length of stay in each pro-gram component?26

How large will the residential facility be?27
How many clients will be in each program component?
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Will residents who leave the residential facility and
prpgrams be allowed to return later to utilize the
center's employment, counseling and other services?

Where should the residential facility be located?28

How closely does the potential client population need
to be supervised? How secure a residential environ-
ment is needed?

What should be the criteria for admission to each pro-
gram component? What restrictions should govern client

eligibility?

What will the community correctional center be called?

How should the clients of the program be referred to:
as "residents," "inmates," "clients," "participants,"
"out-clients."?

Planning for and implementation of the community correctional
center overlap considerably and, in practice at least, cannot be

separated. But there are conceptual distinctions and these may help

in defining the kinds of decisions that must be made. Once needs

have been identified, purposes have been determined, and overall
philosophy has congealed, it will be appropriate to:

Establish the legal and organizational framework within
which the community correctional center will operate-
make decisions about organization, administration, and
staffing.

Define the legal status of clients--make decisions about
the scope of staff authority and the rights and obliga-

tions of staff and clients.

Establish policies to govern the program of the community

correctional center--make decisions about admission,
program participation, and program termination.

Decisions in these areas will carry the planning process into

much more specific territory. Once these decisions have been made,

a clearer picture of the community correctional center will have

emerged.

Organization, Administration, and Staffin&

Questions concerning the legal and organizational framework with-

in which the center will operate include:

Will the community correctional center be operated by

government or by a private agency?29 (If it is to be

operated by government, the proper horizontal and ver-
tical placement of the center within the general structure
of government must be decided.)3°

Will the center be a separate agency or part of a larger

agency?31
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These decisions will be determined to a large extent by earlierdecisions concerning the purpose, scope, and guiding philosophy ofthe community correctional center. For example, the relationship withother public and private organizations will depend on decisions aboutprograms and services to be offered by the center directly and thosethat will be provided by other community agencies,32 as well as decisionsthat specify the character of the community correctional center andthe types of clients it is intended to serve.33 Information aboutsources of funding34and major sources of referrals also will help inmaking these decisions. The size of the program, costs, staffing re-quirements, the availability of services in the community, type ofclient, and similar issues which are described in more detail in Part IIof this publication will become considerations in making these decisions.
A governing board must be provided for 3S

and its composition,authority, terms of its members, methods of appointment and germina-tion, and other matters need to be set forth in legislation3inby-laws,/or in articles of incorporation. All of the centers visitedalso had community
corrections advisory committees and decisions mustbe made concerning their composition, authority, responsibility, repre-sentation, and methods of appointment and termination.

Finally, decisions will have to be made regarding the authority,responsibilities., and functions of the center director,38the organi-zation of staff,9and the extent and exact nature of support staff(e.g., cooks, accountants, lawyers, records and purchasing staff).40To a certain extent, staffing decisions will be a natural consequenceof decisions made earlier regarding clientele, programs, facilities,needs for supervision, operating philosophy, and use of other communityagencies. These issues will determine the number and type of personnel,the staffing pattern, their hours of work, and the cost--for personnelmzlke up the largest budget item in any community correctional centeroperation. Decisions to hire ex-offenders, to make use of volunteers,to employ persons most familiar with the lifestyle of clients willlink back to program and philosophy choices. In addition, there willhe a need for procedures to govern recruitment, selection, and appoint-ment, promotion, and removal of personnel4and a related need fordeveloping job descriptions and defining job responsibilities.
Staff development plans should he made so as to produce and main-tain a professional,

well-trained and competent staff. The plansshould consist of several inter-related components. The first compo-nent should be an orientation for new staff prior to the assumptionof assigned duties. Second, an inservice training program should bedeveloped. Third, orientation and inservice training may be augmentedby taking advantage of educational cpportunities in local communitycolleges or universities, by membership in professional associations,and by encouraging staff to participate in relevant conferences, work-shops, and training sessions. The subject of staff development isdiscussed more fully in Chapter VII and need not be detailed here,except to note that staffing and training needs should be plannedbefore staff are employed.

Once the community correctional center is in operation, thetheory is that the director will manage it according to policiesestablished by the governing board and4pe law and regulations thatestablish and/or authorize the center. Annual review of operations,and any special program evaluations, will determine the efficiency and
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effectiveness of the community correctional center. But, evaluation

also must he planned. Sound evaluations require that goals and

objectives be defined and established before programs are initiated.

Unless this is done, there is no way to evaluate program performance.

Criteria for gauging the success of the operation must be defined and

agreed upon in advance. Evaluation should be part of the continuous

decision-making processes which manage the community correctional

center, not a separate "extra" exercise performed once a year. Evalu-

ation must be built into the management process, not "tacked on." An

evaluation methodology must be developed and staff and financial re-

sources set aside to sustain the evaluation. As noted, evaluation

planning should begin before a program is initiated, not months after-

wards. Finally, because evaluation is part of the management process,

management should be involved in evaluation activities. Key executives

and members of the board of directors need to participate in the plan-

ning and often in the conduct of the evaluation. Evaluation cannot be

left entirely to research staff or outside consultants: it is a manage-

ment function.

The Legal Status of Clients

Important decisions need to be made concerning the legal status

o f community correctional center clients, particularly the residents

o f the center facility .44 The major questions are:

What legal guidelines are necessary to allow staff to

provide proper supervision and care, while avoiding
undue interference in clients' lives?

What is the scope of staff authority to detain and super-

vise residents?

By law, rule, or regulation guidelines must be established in the

following areas: search and seizure of the client and his or her

property; control and disbursement of resident funds; limits on the

use of restraint, detention, and physical force; and furlough regula-

tions and conditions. The appropriateness of urinalysis and procedures

for regulating the use of controlled substances also must be decided.

Many more specific issues also need to be resolved--45 for example,

regulations must be developed to govern resident movement in and out

of the community correctional facility, including clear definitions

of when a client is AWOL (an absconder); rules of conduct will need

to be established and a clear and fairly administered set of disci-

plinary procedures established. Also needed are regulations concern-
ing the use of telephones, possession of personal property, resident

ownership of automobiles, and perhaps even the decoration of residents'

personal quarters.

Admission, Program Participation, and Termination

Policy needs to be developed and articulated, either in law or

regulation, to answer two fundamental questions:
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What are the rights of clients to services?
What are the obligations of authorities to provideservices?

Answers to these two questions will provide a basis for establish-ing policy in the following areas:

Admission to the community correctional center and eachof its program components. (For example, what referralsource will be served? What legal status will make aperson eligible or ineligible for services? What criteria,established either by law or regulation, will determineadmission policies? Who will make the decision to permitor deny admission?)

Conditions of program participation and the services tobe provided. (Included are: the development of the pro-gram plan or the formal or informal "contract" betweenthe client and staff; the provision of services46 andclient participation; review of client participation; andassessment of client progress.)47
Termination, departure, and release of clients from theprogram.48

Making the major decisions on policy to govern the communitycorrectional center program is the last major step in planning forthe establishment of a community correctional center. By this timethe concept should have a "character" that reflects the community.Most of the major decisions will have been made and the concept willhave been fleshed out in some detail.

The next important planning tasks involve establishing andoperating the community correctional center. Clearly, planning mustbe thought of as a continuous process, not an exercise to be completedonce a year at budget preparation time. There is a need to constantlyassess the performance of the community correctional center, to reviewpolicies and programs, and up-date plans.

The following chapters offer some specific guidelines foroperating the community correctional center. Guidelines are presentedin the areas of: planning; organization and management; personnel;programs; facilities; support services; and evaluation.

13/
112



CHAPTER VI

CENTER ORGANIZATION AND MANAGEMENT: SOME GUIDELINES

The topic of community correctional center administration cuts
across a wide spectrum of organizational behavior in general, from

the appointment of the agency administrator to the development of
policy manuals to guide operations. This chapter is based on estab-

lished principles of public administration, with additions, deletions,

and modifications to take into account the particulars of the cor-

rectional situation.

It is recognized that "new" styles of administration, organization,

and management change. Nonetheless, the proverbial wheel does not

have to be reinvented. Established principles hold quite well for the

community correctional agency, public or private, and they are appli-

cable to all program models. Some of the guidelines offered here may

seem obvious; but community correctional centers operate in a political,

legal, social and cultural environment characterized by conflicts that

can be accommodated only by careful application of sound management

principles.

No organization, of course, operates in a vacuum. The performance

of any agency and the behaviors of its staff are significantly influ-

enced by external considerations.1 The community correctional center,

specifically, must consider the attitudes of citizens and civic leaders,

the actions of personnel in other components of the justice system and

in related agencies, and the decisions and preferences of authorities

in a position to fund, supervise, evaluate, or regulate center opera-

tions.2 Such external elements strongly affect the organization and

management of any correctional activity based in the community.

The management of the community correctional center should seek to

influence and shape the environment in which it operates. Organiza-

tional leaders must exploit their environment in order to gain support

and acquire scarce and valued resources if the organization is to sur-

vive and be effective.3 The effort to replicate the Des Moines project

illustrates this point. While there was an attempt to have each of

the six replication sites model their programs closely after Des Moines,

local environments dictated that many modifications be made before the

program could be transferred to other sites.4

Academicians might divide the community environment into two cate-

gories: diffused and focused. The "diffused" environment is the broad

sociocultural milieu in which the organization operates. Included are

the values, traditions, and social institutions that condition the be-

haviors and goals of complex organizations. The diffused environment

generally sets limits on and creates opportunitites for organizational

activities. The "focused" environment, on the other hand, consists of

those individuals or groups with visible, specific, and significant

impacts on the organization's goals and its ability to achieve them.'

It is this set of external elements that leaders of the community cor-

rectional center must exploit effectively even as the former seek to

manipulate the agency, its staff and clients, or its supporters. The
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reciprocal relationship between the organization and its focused en-vironment is essentially political. The most immediate and criticalsegment of the organization's surroundings, it is also the locus ofthe most meaningful action.

Managing the Environment

Major elements of the environment with which the community correc-tional center, and especially its administrator, must deal successfullyinclude the governing authority, the legal structure, the criminaljustice and correctional system, and the network of related agencieswhose operations border on or overlap those of the correctional center.Relationships with external funding sources and with the general publicalso are vital to the continued operation of the center.

The Governing Authority

The governing authority or "parent" government agency constitutesone of the "key actors" in the environment of the community correctionalcenter. Administrative staff of the center and members of the govern-ing authority or parent agency share multiple responsibilities tocommunicate with one another, to jointly manage the community correc-tional agency, and to oversee agency operations. A management team,composed of designated members of the governing authority or parentagency and the administrator of the community correctional center, isrecommended. The team should schedule meetings to establish and reviewpolicy and procedure and to insure that programs and facilities areconducted and managed in compliance with statutory requirements andother regulations. Center and governing authority staff should attendthose meetings and a permanent record should be maintained. The minutesof these meetings should include, but not be limited to, the date,persons present, topics discussed, decisions reached, and actions taken.
The governing authority or parent agency also should be responsiblefor approving proposed center policies. Most directors of the centersvisited as part of this program model effort "bent over backwards" toinvolve their boards and to share with them both their problems andtheir successes. Policy formulation generally was a joint responsibi-lity and many board members were intimately familiar with-center opera-tions.

There is another important role that members of the governingauthority should play--that of creating and maintaining linkagesbetween the center and the community it serves. To enhance the forma-tion of such linkages, the membership of the governing authority, asa demonstation of direct community involvement in local corrections,should reflect the social, economic, and demographic characteristicsof the community.

Legal Considerations

A public or private agency operating a community correctional cen-ter should be a legal entity or part of a legal entity. Becoming alegal entity provides a measure of legitimacy and a basis for doing
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business and entering into contracts. It also facilitates the search

for funds, builds a sense of purpose, and affords some personal

protection against legal actions. The process of becoming a legal

entity--which forces those involved to review and define their mission-

too often is postponed by community correctional center managers. Many

ex-offender. and volunteer programs have similar beginnings in an in-

formal association of people interested in helping offenders. Even-

tually these groups are likely to incorporate, but for long periods of

time they may function as a corporation without having taken the neces-

sary legal steps. Their unincorporated status, unfortunately, creates

unnecessary risks and only delays what eventually must be done to in-

sure ongoing operation. Early attention to this and other legal concerns

thus is critical to any center's success.

To minimize organizational conflicts over "turf," the community

correctional center established (or being established) as a public

agency should have either statutory or administrative authority to

manage programs and facilities under the provisions and guidelines of

the responsible governmental agency.6 The responsibilities and functions

of the center also should be specified by statute or administrative

directive. A center established (or being established) as a private

activity should have both a constitution or articles of incorporation

and by- laws.? These documents must meet all of the legal requirements

of the jurisdiction in which the center is located.

All states have some minimum requirements for information to be

included in the constitution or articles of incorporation and failure

to comply will jeopardize the existence of the private center. As the

basic legal document of the organization, the constitution or articles

of incorporation also serves as the foundation for the existence of

center programs and facilities. The by-laws of the private community

correctional center specify its operational policies and procedures

and administrative structure.8 They should indicate how the organization

will conduc.t its business and meet its responsibilities and obligations.

,Private agency by-laws, which should be approved by the governing

authority,9 generally must be filed with appropriate local, state,

and/or federal agencies.

The private organization also is generally required by law and re-

gulation to file tax status reports with the Internal Revenue Service.

Such reports should be available to both justice and non-justice agen-

cies as a means of building relationships with those components of the

organizational environment.

Both public and private community correctional centers must meet

a number of other legal requirements. At a minimum, the center must

comply with applicable city, county, state, and federal licensing re-

quirements, as well as with the zoning requirements of the jurisdiction

in which it is located. Violations of licensing or other regulatory

requirements may generate hostility and adverse publicity and can re-

sult in legal sanctions. If the center is deficient, management must

move quickly to achieve or demonstrate progress toward compliance

since there may be not only legal but financial implications. In Ohio

and Missouri, for example, state and federal payments of per-diem costs

and offender expenses to private centers are conditioned upon verifi-
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cation that these centers meet legal requirements.
Compliance with legal requirements should be viewed as a startingpoint rather than as a goal in itself. Indeed, if licensing require-ments do not exist, the center, through the responsible governmentagency or governing authority, would do well to support their estab-lishment. Such affirmative action both helps to insure the safetyand quality of programs and facilities and should enhance acceptanceof the center by the community.

Because the community correctional center is in the community, aseparate caution related to zoning must be issued. As public policyregarding offenders (as well as dependent and neglected children,substance abusers, and the mentally ill or retarded) has shifted towardcommunity-based programming, exclusionary zoning codes, community op-position, and difficulties in finding suitable facilities have beenencountered. Community opposition often is rooted in fears of declin-ing property values, perceptions of center residents as a threat topublic safety, and concerns for the general "character" of the commu-
nity.10 Center management must address, and ultimately neutralize,this opposition. While there is no substitute for thorough analysisof potential sites during the planning phase, other techniaues havebeen used to resolve this problem.11 The involvement of a cross-sectionof the community in planning and operating the center through advisorygroups or membership on the governing authority is a particularly work-able approach. As a general principle, a community correctional centershould be able to locate in any land-use zone approved for group living(such as boarding or convalescent homes.) Zoning based uniquely uponlabels such as retarded, mentally ill, or criminal seems inappropriate.

A final observation with regard to legal considerations affectingpublic and private community correctional centers relates to the needfor expert legal advice. In 1973 the National Advisory Commission onCriminal Justice Standards and Goals commented on the growing involve-ment of courts in the field of correctional administration.12 Thecourts are likely to continue in their role as guardians of the rightsof offenders and supervisors of the criminal justice system. The ad-ministrator and staff of the community correctional center thus oughtto have ready access to legal counsel to insure that the public, thecenter, its staff and residents, and others with an interest in centeroperations are afforded the legal protections to which they are en-titled.13 With legislation Ind case law developing rapidly in the fieldof community corrections, legal consultation is becoming increasinglyimportant to correctional center administration.

Fiscal Considerations

Fiscal management is a critical dimension of center administration.The operation of programs and facilities with public nrivlte fundsrequires continuous communication with funding sotirc. ryagencies, legislators, and taxpayer groups. Copie fl irisshould be available for appropriate review. TM puhliL1 1--adeH renter,especially, is accountable to the funding sollc_! Corits specific requirements as well as with ot' loai .1nd -!requirements. Systematic planning wi Lh fundil
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review of policy and procedures with regulatory agencies are essential.

Obtaining funds for community correctional centers is likely to

become more complex in the future and administrators will need to be

quite sophisticated in techniques of seeking and utilizing funds from

diverse sources. Good record-keeping, the creation and use of effec-

tive communication channels, and attention to a wide range of related

administrative concerns should enable the center to secure and maintain

sufficient funding. There are numerous anecdotal "horror stories"

detailing the fiscal problems that have forced some community-based

correctional facilities to close. The experiences of others with poor-

ly kept records, auditing difficulties, loss of control over funds,

budget overruns, and unqualified management should serve to guide

existing and proposed corruunity programs and help them to avoid simi-

lar fates.

Some privately funded centers have become complex businesses, fun-

ded by a variety of sources. The Mahoning County Treatment Center

relies upon five sources of revenue; Talbert House draws from eleven

sources; the Magdala Foundation has altered its funding relationships

and now is raising revenue through contracts with six referral sources.

Public correctional centers can be equally complex in their funding

arrangements For calendar year 1978, the Vancouver (Washington)

Correctional Center received funds from eight different sources (one

contributed 43 percent of the total budget, while another provided

but .2 percent).

There have been some innovative approaches to center financing

and management that appear especially promising. For example, the

statutory or administrative joining together of agencies with a common

mission is generally cost-effective and efficient, often resulting in

the optimal use of limited resources. Such cooperative efforts provide

opportunities for experimentation, innovation and flexibility in pro-

gram development. The Des Moines experience, in which four program

components were synthesized under an overall mission and a joint ad-

ministrative structure, demonstrated that administrative and functional

coordination can be effective financially as well as programmatically.

Public Relations and Information-Sharing

The community correctional center is an "open" organization, with

both vertical and horizontal lines of communication within and outside

the center. Site visits demonstrated that center staff devoted consi-

derable time to the-establishment and maintenance of contacts with

people in the community. Because of "sunshine" legislation (as in

Iowa) and taxpayer militancy (as in California), correctional centers

can expect an upturn in visibility and increasing observation of center

operations by citizens and legislators.

Directors of the Centers in Vancouver, Washington, Rochester,

Minnesota, and Orange County, Florida, have turned this external scru-

tiny to their advantage by aligning themselves with advocates of "good

government" and sound management. These centers have made effective
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use of citizen advisory groups, which act as buffers between thecenter and the rest of the community. Advisory group members bothreceive and dispense information; thereby helping to tie the cen-ter more firmly to the community.-4

By constructive interaction with individuals and groups, agencyleadership can partially fulfill its obligations to protect the or-ganization from environmental contingencies. The administrator andhis staff should respond promptly and fully to requests for informa-tion about center programs and facilities, taking advantage of everyopportunity to inform key individuals about center philosophy, poli-cies, and functions. This should include the presentation of testi-mony on relevant proposals before legislative committees and contactswith federal, state, and local judicial and executive bodies.
Policy and procedure should provide for a public information/edu-cation program that promotes contacts between the center and both thegeneral public and the communication media. This program should betargeted especially upon, but restricted to, those segments of thepublic in a position to facilitate the delivery of services to resi-dents. Contacts, of course, must be consistent with the maintenanceof order and security and the preservation of a resident's privacy.Policy should specify the types of information that may be released,the persons authorized to release it, and the rights of offendersand others with respect to privacy and it should include a statementof intent to provide accurate and timely information. Information/education activities should be documented and made a matter of record.The success of the center may depend heavily on the ability of itsstaff and administration to educate the public about its operationsand its role in the criminal justice process.A

Interagency Cooperation

City, county, state, and federal corrections and other justiceagency employees are important elements of the community correctionalcenter's focused environment. Policy and procedure thus should in-sure that the center, whether public or private, works with othercriminal justice agencies on a continuing basis to coordinate programsand to initiate; implement, and evaluate plans. The exact nature ofsuch collaborative relationships cannot be specified, but it is thespirit upon which they are built that is significant rather than theirprecise definition.

Whether public or private, the community correctional center shouldfirst be an integral part of the correctional system. Experiencesuggests that the success of a center may depend on its acceptance asa legitimate component of the correctional apparatus. Some twentyyears ago, the innovative Pinehills project at Provo, Utah, failedlargely because its leaders were unable to involve or obtain thesupport of important elements of the local correctional community.The project was not funded by local revenues when the initial grantmoney was depleted.15



It is interesting to note that even though the center is part of

a correctional organization, acceptance is not guaranteed. Community

correctional centers exist in a competitive organizational world and

there may be many reasons for opposition to the center or its pro-

grams. At the Salt Lake replication site, for example, the state

opposed the creation of local probation services and rejected that

component of the center's program because it could not be absorbed

at the state level. In Duluth, the Sheriff was unenthusiastic about

the overall program and kept the center at arm's length even though,

organizationally, he was forced to act as host for its programs. The

Baton Rouge Council simply refused to fund the replication effort be-

cause it preferred to address other priorities."

Collaboration with other criminal justice agencies.(not only cor-

rections, but also law enforcement, prosecution, defense, and judicial

organizations) is important for a number of reasons. Such efforts move

the center toward partnership in justice operations, generate valuable

inputs from these agencies relating to center policies, procedures,

rules, and regulations, and facilitate the cer.er's ability to deliver

services. Also, because many community correctional efforts are sup-

ported at least in part by grant funds, the tie to the justice system

must be clear.

The early experience of the Des Moines pretrial release program

suggests the importance of cultivating relationships with criminal

justice agencies. Although the program was partially supervised by

the judiciary, members of the judicial district were reluctant to

accept some of the release recommendations of project staff and tended

to define strictly eligibility for pretrial release. Over time and

following intensive discussion between project staff and members of

the judiciary, the latter became more comfortable with the program

and expanded the criteria for release eligibility.17

Similarly, community-based correctional programs cannot hope to be

successful without the cooperation of law enforcement. The initial

and continued contact of police with the offender may influence his

attitude toward society and its institutions, his reintegration pros-

pects, and his willingness to respect the law. In their exercise of

discretion at the time of arrest, the police also have a greater im-

pact than other environmental actors on the selection of correctional

clientele and the definition of criminal conduct. The police officer

or deputy knows his community, or at least some part of it. A resource

himself, he also is aware of many other useful resources and knows the

temptations an offender may face. The police must be persuaded by

community corrections staff to view their role in terms of crime pre-

vention as well as law enforcement and the maintenance of order.116

Such a perspective will be supportive of most center-sponsored activi-

ties.

The Vera Foundation's release on recognizance program was resisted

philosophically by law enforcement (and pragmatically by bail bondsmen.)

That experience was repeated in Salt Lake City, where Ilaw enforcement

officers initially objected to releasing defendants on their own recog-

nizance. Over time, project management succeeded in dealing with



their objections and law enforcement and jail personnel no longerformally opposed the project. Evidence from this and other programssuggests that the perceptions and attitudes of law enforcement offi-cers must be addressed before community corrections strategies willbecome acceptable to them. If community correctional center staffand law enforcement remain isolated from one another, potentiallyexplosive incidents may occur with possible adverse, long-rangeeffects on community-based programs.

Many of the services required by residents of the community cor-rectional center are provided by public and private agencies outsidethe criminal justice system. Center participation in interagencypolicy development, planning, coordination of programs, and implemen-tation of mutual plans should be directed toward insuring that resi-dents of the center are aware of and able to participate in programsand activities sponsored by non-justice agencies. Policy and procedureshould encourage the center to develop and maintain working relation-ships with various agencies, including education, employment, welfare,and health agencies, community interest groups, and other communityservices.

Site visits revealed that successful centers often are able tointegrate offender services by bridging gaps between traditional cor-rections programs and those of other social service agencies. In somecases, as in Mahoning County, the center itself provided needed ser-vices directly; at other sites, the center played a coordinating and"brokering" role. There was substantial evidence that a center'sefforts to fill service gaps can do much to enhance the integrationof offender services.

A variety of means are available to build relationships with otheragencies and to coordinate available services. Some centers have usedadvisory groups or volunteers; others have obtained the support oflocal political leaders who promote coordination among public sectorunits within their juri§diction. Many centers contract with otheragencies for services,1' since the typically small staff of the centercannot meet all of the needs of their diverse clientele.
Policy and procedure also should provide for collaboration betweenthe center and local universities or colleges in areas of mutual con-cern, including, for example, research, evaluation, internships, andtechnical assistance. These ties are beneficial both to the centerand to such institutions of higher learning. Universities are able toprovide academic curricula, sponsorship or direct implementation ofresearch programs, special training conferences, student interns tosupplement center manpower, and qualified advisors on program andpolicy. The center, in turn, provides a unique teaching and researchlaboratory. The establishment of Aoint advisory committees shouldfacilitate collaborative efforts.2u

The Des Moines project made effective use of law-school studentsto conduct eligibility interviews. These students, who worked part-time, were able to provide interview capability on a 24-hour basis,seven days a week. 21 The PORT program in Rochester, Minnesota, pro-
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vides housing for offenders and junior college students function as

counselors qn a one-to-one basis and act as role models for PORT

residents.2'

Finally, policy and procedure should insure that the center co-

operates fully with federal, state, and local legislative, judicial,

and executive bodies. The understanding and support of all three

branches of government is essential to the long-term success of the

center. Evaluation of the LEAA replication of the Des Moines program

has portrayed the many difficulties that can arise in the area of

intergovernmental and interagency cooperation. The replication ex-

periel3ce illustrates how some problems were resolved while others were

not.2-)

Management Theory and The Community Correctional Center

The art of management and theories of complex organizations have

evolved over the last half century through several phases." To

thinkers in the so-called "scientific management" movement, the admini-

strator was a highly rational, skilled technician who manipulated both

human and organizational "machines" with great precision. The manage-

ment principles framed at that time have enjoyed renewed popularity

among those who advocate the use of such management techniques as

operations research; planning, programming, budgeting systems (PPBS);

program evaluation review technique (PERT); and other "scientific"

tools of decision-making.

One group of theorists in the evolving science of management re-

acted to the notion of scientific management by emphasizing the impact

of employees' needs and preferences upon their participation in the

formal organization. This "human relations" group argued that workers

needed to find personal and social satisfactions in the work place,

that accommodating this need would motivate them and, as a result,

their productivity would be increased.26

More recently, systems theorists have highlighted the informal

aspects of organizations so that complex organizations are now inter-

preted as open social systems. This perspective directs attention to

a range of variables that had been ignored by earlier contributors to

the science of management, including communications networks, the

generation and resolution of conflict, organizational elites, patterns

of mutual expectations, and sanctions available to influence organi-

zation members. This group has emphasized the interdependence of or-

ganizational components and the ties of the organization to its envi-

ronment. Another recent group of theorists, known as "industrial

humanists," has focused on the social and psychological aspects of

organizational life. In their writings they urge managers to create

conditions flder which participants can use their capacities fully and

creatively.4/

Advocates of the most recent management theories seek to reconcile

the emphases on art and on science. Contingency theorists use the

systems approach to analyze organizations, emphasizing the influence

of personal needs and environmental factors upon the behavior of indi-
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viduals in organizations. 28
Advocates from this school suggest thatcertain management strategies are appropriate to particular situa-

tions. Although there are not universal principles applicable to allsituations, it is argued, each organization is not unique. Since thecorrect way to apply any principle depends upon the circumstances,
the manager becomes both a pragmatist and a diagnostician.

Although the circumstances will vary from one community correc-tional center to another, the management principles offered hereshould provide the reader with some gelleral guidelines that may bemodified to meet specific needs and conditions. Organized around thevarious roles of the agency manager, these principles are applicableto both public and private community correctional centers.

Multiple Roles of the Agency Administrator
The many roles of an agency administrator can be grouped intothree general categories. The first is the responsibility to exerciseleadership, primarily for the purpose of influencing the task or"focused" environment. The second has to do with the administrativefunction of problem-solving. The third pertains to coordination ofindividual efforts while performing a series of traditional managementfunctions.29 The administrator must be many things: charismatic,creative, a problem-solver, and a capable operational manager.
Students of public administration have observed that in complexorganizations top management must be concerned primarily with leader-ship--determining the public interest, establishing social order, anddefending critical values. For his agency, the director must definethe organizational mission, set goals, and work to insure that theseare more than superficially accepted. The administrator must resistthe temptation to measure organizational achievement in terms of re-sources, reputation, or stability without reference to the values thathis organization was designed to promote.
The second category of administrative roles, having to do withproblem-solving, involves the operation of programs, management ofpersonnel and financial resources, and adjustment of organizationalinterests within the external environment. Each of these aspects oforganizational 1: 2 has its own dynamics, so any balance achieved willbe temporary. An essential task of the agency administrator is tocontinuously adjust the "mix." This is accomplished through an admini-strative process dominated by a search for solutions to problems asthey arise.

Site visits demonstrated a constant ebb and flow of management"crises," each of which had to be dealt with promptly and skillfully,with both firmness and flexibility. Coordination, cooperation, andc-immunication were constant requirements. Alan Coffey has suggestedthat the administrator of a community correctional center shoulddevelop a "sensor matrix"30 to identify "targets of opportunity" orthose forces in the community toward which efforts must be directed.Such a matrix should help in the collection and evaluation of informa-tion needed by management for creative problem-solving. Of course,
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since the community is constantly changing, as is the correctional

program and organization, the management information system must

be continuously updated to keep pace.

The third category of roles for the center administrator involves

the effort to promote efficiency through coordination of individual

efforts. This task, the essence of the managerial role, subsumes

the traditional functions of planning, organizing, staffing, direc-

ting and controlling. 3- The administrator's planning function in-

volves the setting of goals and the development of policies, programs,

and procedures for achieving them. Organizing entails the develop-

ment of a role structure based on activities designed to achieve

objectives. It involves the grouping of activities, selection of sub-

ordinate managers, and delegation of authority. All personnel tasks

are absorbed into the staffing function--recruiting, selecting, train-

ing, compensating, and evaluating. Directing suggests the guidance

and motivation of employees. And controlling implies measuring and

correcting the efforts to insure that their activities conform to

plans.

The center administrator is expected to accomplish all of these

managerial functions, although he should be assisted by his staff and

occasionally by the governing authority or parent agency. As the scope

of center operations expands, some functions should be delegated to

"key actors" in the community. In one center visited, authority to

direct daily operations was delegated to a deputy administrator. In

larger center organizations middle management structures have been

created to supervise particular programs or program components.

Within guidelines set by the governing authority or parent agency,

the administrator of the community correctional center should be

responsible for formulating center goals, translating goals into measur-

able objectives, and establishing policies and procedures for their

accomplishment by center staff. Because resources almost always are

limited, overall goals and specific objectives should be prioritized

and balanced against available resources. Without such priorities

for goals and objectives, the center will lack focus, continuity, and

consistency.

Goals and objectives should be translated into written policy

and procedures, which are assessed periodically and revised as

necessary. Reports on center activities and progress toward goal

achievement should be prepared and disseminated at regular intervals.

In addition to encouraging ongoing monitoring and evaluation of center

programs, such reports aid in public education, accountability to the

governing authority and funding sources, and staff understanding and

acceptance of management goals and procedures.

The following principles of center organization and management

have been gleaned from both site visits and the literature on public

administration in general and the management of community correctional

centers in particular.
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Organization and Chain of Command
Community correctional organizations tend to be structuredby funding sources. The organizational strategy is often
based on fiscal (rather than functional) considerations re-
flecting the realities of the grant economy. Nevertheless,
a written plan should describe the center organization, group-
ing similar functions, services, and activities into adminis-trative sub-units.32

The number and functions of management units within the center
will vary according to the nature of center programs and faci-
lities, history and tradition, and human and fiscal resources.
All management units should be integrated into the organiza-tional framework. Because specialization may result in in-difference to organizational goals and objectives, specialized
units should be created only if resource management and goalattainment are likely to be enhanced. The overall organiza-
tional structure should be assessed periodically so that unitsnot contributing to the achievement of goals can be terminated.
Because the center administrator is responsible and accountablefor all that occurs within the center and in connection with
its programs, the center should be under the direction of asingle administrative officer appointed by and responsible to
the governing authority. All employees or units of managementwithin the center should be accountable to this officer.3g3Where individuals employed by other agencies provide a service
to the center, written policies and procedures should be deve-loped to describe their roles and functions as they relate tothe authority and responsibility of the administrator.

Appointment of the Agency Administrator
The administrator of the center obviously is a key to itssuccess or failure.

Appointment procedures, authority forappointment, and functions should be specified by statute or
by the responsible governing agency (for the publicly fundedcenter) or in the by-laws governing the private center. Thegovernment organization, chief executive, or governing bodyresponsible for the overall functions of the community cor-rectional center should select its administrator. The processof selection should be explicit to avoid confusion and politicalinterference and to maintain

credibility.
Stability of leadership, which is essential for effective cen-ter administration, can be promoted by continuous tenure ofthe administrator with termination only for cause and inaccordance with explicit procedures. Termination should bepreceded by a formal and open hearing on specific charges (inthe case of a public center) or in strict accordance with pro-cedures outlined in the by-laws of the private center.
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Delegation of Authority

The administrator of the center should delegate authority to

subordinate staff commensurate with responsibilities and re-

sults expected of particular staff members.34 The delegation

of authority should be monitored by the administrator to in-

sure that authority is neither abused nor extended beyond that

required by specific assignments.

It is good management practice to specify in writing the duties

and responsibilities of all center personnel. Written position

descriptions should not be borrowed from outdated descriptions

found in other agencies. Rather, they should state the basic

function of each staff position in the center, its major duties

and the scope of the incumbent's authority. The descriptions

developed by more successful programs clearly inform the incum-

bent and others about what he is supposed to do and help to

avoid overlap.

Supervision and Span of Control

It is important to provide for supervisory staff to direct and

evaluate output and to provide line staff with guidance and

assistance. The responsibilities of supervisory personnel

should be specified in writing. Specificity in the supervi-

sor's requirements promotes focus, continuity, and consisten-

cy of center operations.

The problem of over-capacity or under-capacity is a constant

challenge to center operations. The "ideal" span of control

is rarely achieved. Either there are too few subordinates to

fully occupy the supervisor or there are so many that he is

over-extended. This problem is persistent due to the small

size of many centers and the fluctuating budgets with which

they must live.

Written Policy and Procedure

Policy and procedure governing the administration and operation

of the community correctional center should be in writing.36

Among these policy and procedure statements should he a des-

cription of the center's philosophy or ('mission" and a listing

of goals and objectives. This statement should be approved by

the parent organization or governing authority.

Agency effectiveness appears to be enhanced by the articulation

of both general philosophy and more specific objectives. Gen-

eral statements of purpose are found in the by-laws or articles

of incorporation of the private centers visited, while more

specific articulations of goals and objectives appear in their

annual reports and program plans.37 Program summaries often

are prepared for release to the press, the public, and residents
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and their families; such pamphlets generally include succinctstatements of purpose.58
Newsletters and magazine articlesalso serve to define and make known the goals of the center.'Center goals and objectives, described with some precision andprioritized, should be translated into written policy andassessed periodically.

The task of preparing written policy statements is a source ofdifficulty for some centers. Although policy and proceduremanuals should facilitate operations, some center directorsreport that an inordinate amoint of time at board meetings isdevoted to the clarification of agency policy. It must beunderstood that the process of policy formulation and reassess-ment is important, not merely the existence of a manual. Apaperwork product should not be considered a substitute forprocess.

The center also should prepare a manual or manuals detailingadministrative and operational procedures. Each major sub-unitwithin the center should have its own manual. The availabilityof these manuals to all staff should facilitate consistency incenter operations. Efficient management of resources and super-vision are enhanced when all personnel know what is expected ofthem and understand the functions of others. These manualsshould include a statement of purpose and a open-ended numbersystem. All manuals should be updated as necessary and reviewedannually by the administrator and/or designated staff.
Periodic Assessment

The center administrator should undertake periodic assessmentsof center operations at least annually to determine the degreeof compliance with policies and procedures and to establishwhether programs and facilities are cost-effective and contributeto the stated goals of the center. Assessment should considerwhere the agency wishes to be and where it is at the time ofassessment. The process should lead to the development ofpractical and specific plans to close gaps and realize statedgoals. In the final analysis, assessment must focus uponproduct rather than process and upon substance rather thanform.

0 Periodic Reports

Most states require periodic reports of various kinds as acondition of continued operations. Center administrators shouldprepare and make available to employees and the public reportsthat include narrative and statistical data on center goals andobjectives, programs, population served, services provided,budget, major developments, problems and potential solutions,and plans for the future. Such reports inform the generalpublic, elected and appointed officials, agency personnel, andothers about current programs, policies, and accomplishments;
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and they provide an historical perspective depicting the

development of the center over time.

Code of Ethics

Center personnel may have their own value system and an un-

written set of shared understandings. Nonetheless, the

center as an organization should have a written code of

ethics to guide the actions of all personnel. Among other

issues, the code should specifically address conflicts of

interest and how they should be handled. Improper influences

on decision-making can irreparably harm the center and its

programs. Safeguards should be established to insure that

all personnel acions and decisions relating to cases are

based solely on merit. Policy should clearly state that

persons connected with the center shall not use their posi-

tions to secure personal privileges. Accepting gifts or

gratuities from.an offender or engaging in personal business

transactions with an offender or his immediate family should

be forbidden.

A code of ethics is a means of encouraging ethical conduct

by center staff, but it cannot, of course, guarantee that

employee behavior will adhere to some recognized standard.

As a complement to the code, which serves as a "conscience,"

the administrator should establish and enforce clear policies

governing employee behavior and insure that his own behavior

conforms to the highest of ethical standards.

The code of ethics also should reiterate written policy

requiring compliance with statutes and regulations relating

to campaigning, lobbying, and other political practices. To

avoid conflicts that may adversely affect the provision of

services, the center and its staff should remain non-political.

Intra-Agency Communications

Many community correctional centers are casual organizations

with informal patterns of communication. Formal channels of

communication, however, should be used for delegating author-

ity, assigning responsibility, supervising ork, and coordin-

ating efforts. Designated channels of communication, both

vertical and horizontal, should govern activities and working

relationships within the center's programs and facilities.

Communicatl.'-ms should be timely, accurate, and comprehensive,

covering all that employees need to know to carry out their

duties. While alternative channels of communication or extra-

ordinary situations should be developed, written policy should

clearly define the normal channels of communication within

the center.



The administrator should provide ongoing interpretation ofcenter policies and procedures to all staff. As suggestedby a variety of research findings, an appropriate techniquefor insuring staff understanding of and commitment to cen-ter operations is to encourage staff participation in thedevelopment and review of organizational policy and procedures,goals and objectives, programs, and rules and regulations.40Employee participation in scheduled staff meetings, stafftraining, and review of manuals and directives should enhancemutual understanding, and stimulate open communication.



CHAPTER VII

CENTER PERSONNEL

While the effectiveness of community correctional efforts is

impacted significantly by administrative and organizational arrange-

ments, the vitality that enables a correctional agency to accomplish

its goals and objectives is provided by its personnel. The many de-

cisions concerning personnel, including qualifications, recruitment,

selection, promotion, and personnel practices generally, are among

the most challenging of those made by correctional management. Cor-

rectional efforts cannot be better than--or separated from--the

personnel engaged in making them.

The management of human resources within the community correctional

center ultimately is the responsibility of the center administrator.

Human needs and expectations must be meshed with the behavioral and

technical demands of the organization against the backdrop of organi-

zational goals and objectives. The administrator must implement social,

psychological, and technical systems to assist him in recruiting,

directin10 and controlling both center employees and its various support

groups.

General Considerations

Center personnel policies and procedures should be written, main-

tained in a single document, and available to all employees. Admini-

strative and supervisory staff in particular should be thoroughly

familiar with them. The manual of policy and procedure should be re-

viewed annually and updated as necessary. Ma-lrials developed by other

public agency personnel boards in the jurisdiction, as well as private

agencies and industry, can aid the development, assessment, and modi-

fication of center personnel practices.2

Information gained from site visits and from the public admini-

stration literature generally indicates that personnel policies are

much discussed but often ignored in daily operations. In part, this

appears to be a product of narrow conceptions of the scope of such

policies. At a minimum, personnel policies should cover recruitment;

job qualifications and descriptions; affirmative action and equal

opportunity provisions; employee-management relations; in-service

training and staff development; grievance and appeal procedures;

employee evaluation; personnel records; salaries, wages, and fringe

and other benefits; leave, hours of work; disciplinary procedures;

promotion, and retirement, resignation, and termination. Policies

concerning these and other personnel matters, approved by the govern-

ment agency responsible for the public center or by the governing

authority of the private center, should insure equitable and consis-

tent treatment for all personnel.

The range of job-related constitutional rights guaranteed public

employees has broadened significantly over the last fifteen years.3

Public sector employment is no longer considered a privilege for which

the employee must surrender some of his rights as a citizen. All

citizens enjoy certain substantive rights, such as those found in the

First and Fourth Amendments to the U.S. Constitution. Although courts
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are reluctant to intervene in the administrative process to protectemployee rights, they have ruled that employers must adhere to therequirements of due process before terminating an employee. Anemployee cannot be removed on arbitrary grounds or without a proce-dure calculated to determine whether legitimate grounds for termina-tion exist.

Since the competencies of staff significantly impact upon thecenter's success or failure, personnel qualifications should be de-fined broadly to include personality traits and temperament, as wellas education, experience, and other more traditional concerns. Policyand procedure should require the selection, retention, and promotion
of all personnel on the basis of merit, specified qualifications, andcompetitive examinations (written, oral, and/or performance-oriented).Written job descriptions for all positions in the center, of course,also should include conventional elements such as job title, respon-sibilities, required minimum experience and education, relationshipsto other positions, and remuneration.

Personnel policies and procedures, job descriptions, and quali-fications should be reviewed periodically and modified as necessary.Center goals and objectives change over time, requiring
reassessmentof staffing patterns and functions and adjustments to accommodate newdirections or emphases. At a number of sites visited, for example,aF3ociate director positions were created after it was determined thatthe director needed to be able to invest more time in the community.At other sites, the addition of new program components (e.g., volunteerservices) required the employment of additional personnel to fulfillnew functions and perform new tasks.

The community correctional center should maintain a current,accurate, and confidential personnel record for each employee. At aminimum, this record should include the initial application, referenceletters, results of employment and educational verifications, wageand salary information, job performance evaluations, and commendationsor disciplinary actions. Employees should have access to their ownpersonnel files to verify that information is current and to check foromissions or inaccuracies. Written policy and procedure should per-mit employees to challenge information in the personnel record andallow for its correction or removal if proven inaccurate or inappro-priate.

Personnel records should be protected from unwarranted examination.Agency policy should explicitly identify those persons who will bepermitted access to the personnel records, as well as the conditionsfor such access. Personnel files should be marked "confidential" andsecured when not in use by authorized persons.4

The community correctional center cannot operate effectively inthe absence of specific procedures for the recognition and resolutionof legitimate employee concerns.5 The center must have policies andprocedures for responding immediately and effectively to problems thatmay devclop in employee-management relations. These should includespecific assignment of responsibility and precise delegation of author-ity for action, steps for resolving grievances, and an appeal procedure.
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Although strikes and other job actions by employees in the

public sector are generally prohibited by law, there have been a

variety of work stoppages and job actions by public employees, in-

cluding slow-downs and en masse sick calls. The courts have tended

to uphold legislative actions designed to prevent correctional employees

from engaging in activities that interfere with agency operations, but

the administrator of the center should prepare and plan for such con-

tingencies.

Depending upon the nature of the particular program and facility,

normal operations may be continued during a job action or strike through

the use of supervisory, paraprofessional or volunteer personnel. Other

contingency plans may include asking local law enforcement agencies for

assistance or transporting the resident population to other facilities.

Contingency plans must be available to and understood by supervisory

personnel, who should be fully prepared to implement them.°

Site visits at several community correctional centers revealed

considerable diversity in manpower planning and recruiting, involve-

ment of ex-offenders, volunteers, and paraprofessionals, and qualifi-

cations for professional personnel. Such localization is appropriate,

for there are differences in local structures and criminal justice

processes. The following sections thus serve as a reference point

rather than as a series of prescriptions for personnel recruitment,

selection, and utilization.

Recruitment, Selection, and Deployment of Personnel

Manpower planning and recruitment must focus upon th,.. goals and

objectives of the center, its facilities and programs, characteristics

of clientele, legal requirements, and the like. Particular attention

should be given to developing workloads rather than caseloads as the

basis for manpower planning./ The argument for this point is best

illustrated by two different community correctional center models. In

Duluth, programs were oriented to provide direct services to clientele.

Work-release, educational, social, and medical services were provided

by center staff. Des Moines, on the other hand, operated on a broker-

age model, linking the offender to appropriate community-based services.

These two approaches--each "right" for its community--are distinctly

different and require different staffing levels, patterns, and qualifi-

cations. It is important to call attention to the fact that neither

the direct nor the brokerage mode for delivery of services are absolutes;

both may be utilized.

Regardless of the center model followed, the community correctional

center should have an "affirmative action" program that complies with

all law and government regulations and has been approved by the appro-

priate.government agency. This program should insure that all persons

are able to compete equally for entry into and promotion within the

community correctional center. The program should seek out qualified

minority and female personnel and encourage their employment in the

criminal justice system and its agencies.
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Some centers, including Des Moines, have attempted to reflectthe racial and sex distributions of their clientele in their staffcomposition. Apart from any legal requirements for such a policyis the administrative mandate to manage human resources in a waythat maximizes accomplishment of center goals and objectives.Denial of equal opportunity and equal treatment also is a disserviceto the community served by the center. To document implementationof its affirmative action program, the center should review progressannually and make any necessary modifications.
As a general principle, any individual with the required educa-tion, experience, and characteristics should be eligible for employ-ment in the center organization at the level at which he or she isqualified. Personnel policies should provide for promotion from with-in and lateral entry across as well as within

jurisdictions in orderto obtain the best qualified individuals to fill positions.8 Lateralentry should be accompanied by transfer of retirement credits wherestatutes permit.

All center personnel should possess those personal qualitiesgenerally required for effective work in the human services. Centeremployees should be familiar with and tolerant of the sometimes unusuallifestyles of center residents and the communities in which facilitiesare located. Service delivery will be compromised if staff or volunteersare judgmental, insensitive, or intolerant of clients or their culturalbackgrounds.

The strategy used to fill positions in the community correctionalcenter also must be sensitive to current requirements regarding selet-tion and screening processes. Employment procedures and processes andqualifications for employment eligibility in public and private organi-zations now must be related directly to job requirements.9 In thelandmark case of Griggs vs. Duke Power Comnany, the U.S. Supreme Courtheld that the lack of intent to discriminate was not an allowabledefense for challenged selection procedures.1° This case was decided'upon the Court's interpretatfon of Title,VII:bf the 1964 Civil RightsAct and decisions based upon the Equal tinployment Opportunity Act of1972 have further strengthened the provisionS'Yof the 1964 Act.11

Citizen Involvement

Citizen involvement in-center operations is essential, but thenature of the involvement should be defined and delimited through aprocess that includes some type of citizen committee. This committee,representative of local citizens and a link between the center andthe community, should participate in the establishment of policy andprocedure for citizen involvement and volunteer service programs.Policies and procedures must address lines of authority, responsibi-lity, and accountability for programmatic activities, 14: as well asselection, orientation and training, terms of service, and identifi-cation and definition of tasks.13 The organizational structure andthe goals and objectives of the citizen involvement program should beunderstood by citizens so that their voluntary involvement is not
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diminished by misunderstandings. (For example, policy should expli-

citly preclude citieens from loaning money to clients, violating

confidences, transporting contraband, etc,). An initial orientation

and training program and continuous supervision and guidance from

designated staff should be provided. Citizens must agree to abide

by center r ules and regulations. Most importantly, the citizen

group should represent a cultural, social, and economic cross-section

of the eommunity served. The extent to which this objective is

achieved is one measure of the extent to which the center is "community

based."

The importance of citizen involvement is such that the center

administrator should assign a senior staff member to oversee this func

tion. This staff member should provide citizens with supervision and

direction, support, and resources, acting as both a facilitator and

a communicator. The Dodge, Filmore, Olmsted community correctional

system, headquertered in Rochester has some 600 volunteers involved in

its community- hosed system. These citizens are coordinated by a pro-

fossionnl staff member. Des Moines also has a full-time staff member

to coordinate volunteers in such diverse activities as education, re-

creation, problem-solving, and counseling. Any center administrator

must halance the benefits of citizen involvement with potential risks.

Written policy and procedure should authorize the administrator to

limit, pestpone or discontinue the services of citizen volunteers and/or

their oigani:ations when substantial reasons for doing so can be demon-

Stratd.

Fx-Offenders and Paraprofessionals

Fx-effenders are an important manpower pool:
14 Indeed, many have

academic preparation and appropriate experience, and warrant ion

for professional employment. A program of selection, orientation, in-

service training, supervision, and advancement of ex-offenders may be

an important center-resource, while at the same time serving as a model

For emplement of such individuals by business and industry. The use

of ex-offenders should facilitate the delivery of some program services,

conserve resources by allowing professional personnel to accomplish

tasks for which they are uniquely qualified, and enhance communication

among center staff, residents, and the community. Ex-offenders and

"st reet people" employed by the Des Moines supervised release program

were among the most succssful center employees in dealing with the

most difficult clients.1

The term "paraprofessional" is without precise definition;

therefore, it is important that the community correctional center

estahlish standards for the employment and use of such persons.. It

must be noted that the term "Paraprofessional" refers to ex-offenders

as well as non-offenders. The following four types of tasks have been

identilied as appropriate for paraprofessionals: (1) direct service to

clients; (21.data gathering; (3) escort ; and, (4) agency and personnel

development.lh After the tasks to he accomplished by such employees

have been specified, qualifications for paraprofessional postions should

he set down in writing. Several centers have made effective use of

parlprofssionals in pre-trial release programs; ex-offender para-

prefessienals have been used successfully in Vancouver and Des Moines.
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Training for paraprofessionals not only contributes toplishment of center goals and objectives; it also provides oppoltunitie,for upward mobility and the development of career retttein-..!centers have made good use of Comprehensive Employment lrainIng
t

(CETA) employees to both supplement their staff and to introduce novike,to career opportunities. Colleges and universities may find Wa)'; tUplace students in internships or to provide them with academie ereditfor paraprofessional work experience.

Professional and Supervisory Personnel
As a general rule, the qualifications for professional and supervisory personnel should duplicate those established by reeoghi7edprofessional groups. Waivers should be explicitly identiCied, iestri,tedby personnel policy, and granted against guidelines that eenside! ent'.goals and objectives. Factors other than education, training, and c\perience should be considered (e.g., personality and t empera Merl I ) , butsuch traits are no substitute for professional skills. The experience,associated with advanced education have been identified as signifiantin developing astute decision-makers."

Within the community correctional center and its adtitinistratieunits may be found a variety of special skill requirements ranging fromfiscal management through social work. Managers of these specialiedunits, as well as their subordinates, should have professional statusby virtue of specific preparation in their fields. Educational,operational, and administrative qualifications should he specified inwriting and constructed to facilitate accomplishment of center objective,.A major bonus of qualified staff is the credibility of the center withthe general public and with both justice and non-justice agenc'es.
The educational, operational, and administrative qualifie.tion,;of the center administrator also should he specified in E (heappointing authority. Among other requirements should Ee a 11,111- it

degree in one of the social or behavioral sciences, five years 01 relat,dadministrative experience, and demonstrated administrative ability andleadership. The administrator must have sufficient education and 0,;perience to deal with a variety of complex tasks that reqn i re a 1! 1111th.''standing of individuals and social behavior, community organi7ation,basic management principles, fiscal processes, funding sources andprocesses, social service resources in the community, and leyi,,,iationand case law. He also should possess writing, speaking, and deci,ionmaking skills and be politically astute and experienced.
trequirements is enhanced by education and eexperi_nce. The appfliiitint,authority should establish high qualifications, dissemitu,t- Iand recruit and hire against the standards.

In-Service Personnel l'rograms

In-service personnel programs should he condlioed thilerch a weement-by-objectives framework and include perfor=mance appraisal, pt0m01,011
and tenure, compensation, and training features. EaeL of these contributes to employee motivation which, in turn, is a key to the achievement



of organizational and personal goals. Management-by-objectives

requires managers and subordinates to set short-term objectives,

monitor progress toward their achievement, undertake evaluations,

and make adjustments as necessary.19 The participative nature of

the process, the use of specific objectives, the provision of con-

trol through monitoring and feedback, and its general systemic

nature make management-by-objectives an appealing strategy. At

the same time, the employee is given an opportunity to influence

his work environment, express his individuality, and is encouraged

to use the work setting to address his self-concept, needs, and goals.

Tenure, Performance Appraisal, and Compensation

Because community correctional centers-often are fully or parti-

ally funded through grants, opportunities for tenure or job security

may not .be possible. To the extent that it is reasonable to do so,

however, all employees of the center should be appointed initially

for a probationary period. Upon completion of the probationary term,

a center employee should have permanent status. Tenure should be de-

pendent upon the successful performance of duties during the probation-

ary term. Performance during that period should be evaluated period-

cally and discussed with the employee and any person not performing

satisfactorily should be terminated during the probationary term.

Tenure is necessary in order to attract the most qualified indivi-

duals and to minimize the possibility of political or other partisan

pressures. Dismissal of the public center employee should occur only in

cases of malfeasance or unsatisfactory performance of professional

duties and following a formal open hearing on specified charges. Dis-

missal of a private center employee should be in compliance with expli-

cit procedures identified in the by-laws of the governing authority.

The improvement of both individual and organizational performance

may be enhanced by an annual appraisal of each center employee. The

center may supplement the supervisor's performance reviews with an

employee's self-assessment and/or peer evaluation. The review and

evaluation process should be objective, discussed with the employee,

based on specific job criteria and performance standards, and a matter

of record. Evaluation should serve as a motivator, as well as a founda-

tion for merit pay increases and promotion.20 It is particularly

important that the center administrator not allow the crisis orientation

of the center to become an excuse for ignoring systematic appraisal of

individual and organizational performance.

Salaries and benefits for all center personnel should be competi-

tive with those of other criminal justice agencies in the jurisdiction

and with comparable occupational groups in the private sector. Competi-

tive salaries and benefits represent a commitment to community correc-

tions and are necessary for the recruitment and retention of high-qualit)

staff. The salary range should provide for regular increases based

upon merit and performance evaluation, with adjustments annually to

reflect changes in the cost of living. Although salary continues to be

the primary measure of remuneration, benefits (vacation, sick leave,

disability, retirement with pension, etc.) should also be competitive.
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Employees of a community correctional center should recognizethat opportunities for promotion within the center are limited andthat genuine career ladders are difficult to develop. Such organi-zations tend to be small and opportunities for upward mobilitylimited. Exceptionally able personnel often have responded to thisproblem by moving to another jurisdiction to acquire additionalresponsibilities, experience, and compensation. Small centers, un-fortunately, are often tempted to fill a departed supervisor's jobwith a junior staff member on the assumption that the less seasonedemployee on-site is more likely to be able to assume the supervisor'spost than is an outsider. This is not necessarily so: internalpromotions should coincide with the employee's readiness to take onmore responsibility. Some centers have addressed this problem bygradually redefining and expanding the junior employee's job as hegrows within the organization.

Staff Development

Site visits revealed that training efforts in smaller communitycorrectional centers tended to be informal, on-the-job, one-to-oneactivities. A calculated effort should be made to provide a morecomprehensive staff development program for center personnel. Despitethe pressures of daily operations, a center training program shouldconsist of relevant education and in-service experiences that enhanceaccomplishment of the center's mission.21 The staff development pro-gram should be coordinated and supervised by a qualified employee atthe supervisory level. In small centers this work will be assumed bythe director. But in larger organizations there should also be a staffdevelopment advisory committee composed of representatives of majoradministrative units. This committee should meet on a regular basisto plan the staff development program, review progress, resolve problemsand generate a plan for evaluation of all programmatic activities.The overall program should be developed in collaboration with criminaljustice and non-justice agencies at all levels of government and withcolleges, universities, and community organizations. Community or
.

junior colleges are a particularly useful asset to such training pro-grams.

Ideally, the community correctional center budget should includefunds for a staff development program. Budget items should providefor reimbursement of expenses incurred by staff, additional time spentin programs, replacement of personnel, library and reference services,space and equipment
requirements, and professional trainers. The staffdevelopment program should receive high administrative priority andadequate fiscal resources.

An ad hoc budget process for education and training activitiesgenerally is inadequate; the program should be formally planned andbudgeted whenever possible. The use of public and private agencyresources (industry, educational institutions, and community) shouldbe considered.
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If any single training program can be described as mandatory,

it is the initial staff orientation to programs and facilities.

New center personnel, regardless of status or title, should receive

an orientation to center policies and procedures. This orientation

should include, at a minimum, a history of the center, an explana-

tion of its relationship to the parent organization and the criminal

justice system, as well as familiarization with center goals and

objectives, job responsibilities, personnel policies, and rules and

regulations. Supervision of residents also should receive special

attention in the orientation. The orientation should take place during

the first week of employment and be provided by center supervisory

personnel. This task was accomplished in Des Moines by a system of

employee job rotation through all program components. In this way the

new employee not only met the other staff members; he observed the

programs in action. The Orange County (Florida) replication project

planned a similar program to rotate managers through various programs

for their professional and personal enrichment.

If resources are adequate, all center employees should be involved

in subsequent in-service training. This program also should have high

administrative priority, be adequately staffed and financed, and be

developed and implemented to serve center goals and objectives. The

training program should enable all employees to acquire new skills and

refine old ones, familiarize themselves with developments in the field,

and reinforce their knowledge and understanding of their job. Re-

sources from within and outside the center should be used in the train-

ing program.

Beyond participation in in-service training programs, policy and

procedure should encourage personnel to continue their education in

other ways. Administrative leave and reimbursement for expenses should

be provided to employees attending professional meetings, seminars, n.1,1

similar work-related activities. The center should assist its emplo)e._

to continue their education by such practices as allowing some work

time to be used for class attendance, staggering work hours, defrayin

some of the costs of the education or training and helping employees

to secure financial assistance through programs such as the Law Enfo)(E

ment Education Program. Every effort should be made to coordinate

education with current and projected staff responsibilities.

Staff of the community correctional center also should be encol,

raged to maintain membership and participate in professional associ

tions and activities on local, regional, and national levels in ord

to contribute to the collective improvement and upgrading of crimin

justice in general and corrections in particular. Such participat
facilitates keeping up with and contributing to developments in

field. The center should provide for administrative leave and rei

bursement for employees attending selected professional meetings,

seminars, and similar work-related activities as a means of encou,

ging such participation.

The range of special training requirements may vary, but th.

often include such diverse subjects as supervision practices, se.

procedures, fire and emergency procedures, first aid, resident
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and regulations, rights and responsibilities of residents, communi-cation skills, report writing, human relations, and social servicenetworks.21 This specialized training should be continuous. Admini-strative and managerial staff also should receive specialized educationand training to enable them to respond effectively to center problemsand to achieve center goals and objectives.22 The participation ofsenior staff in such activities also serves to accentuate the impor-tance of ongoing education and training. Improved decision-makingshould be a focus of this specialized training, which should includesuch subjects as administrative and management theory and practice,decision-making processes, labor law, employee-management relations,and interactions of criminal justice system agencies.

Personnel of the community correctional center who work with resi-dents who have special needs should receive continuous training relatedto these specific needs. Resident and non-resident populations of thecenter most likely will include some individuals whose needs will bea function of alcoholism or drug addiction or physical, mental, oremotional handicaps. Pre-service and in-service education and trainingshould enable staff to diagnose and treat such residents either directlyor through the development and use of community resources.
Finally, all personnel of the center should be trained in self-defense techniques and appropriate methods of physical force to controlresident and non-resident populations when necessary. The use ofphysical force should be a last resort and the minimum force requiredto control the situation should be used. The circumstances under whichthe use of physical force is authorized must be the subject of writtenrules and procedures that are known by all staff personnel. However,if center personnel find it necessary to use force in self defense orto preserve life and property, the techniques utilized must be effective.
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CHAPTER VIII

PROGRAMS

An examination of the history of American corrections reveals

a remarkable variety of programming, ranging from penitence and
isolation to the community-based emphasis of today. An historical
review also shows that while each successive "innovation" has been

discarded, some residue is always left behind. The past clearly

influences the present.

Few would argue that correctional efforts have been completely

successful--a state of affairs that may be in part a product of our

ignorance and/or refusal to consider available data. Among the

lessons that should have been learned over the years is the fact

that community-based corrections, with comprehensive programming

and service delivery, appears effective for large numbers of offen-

ders. Comprehensiveness is indeed the key: a wide variety of

employment, educational, training, health, recreational, leisure-

time, financial assistance, and counseling programs is required to

meet the diverse needs of offenders in the community. There also is

a need for flexible, individualized programming, for review and

modification of programs to insure relevance, and for monitoring

of case progress and case managment. Community corrections involves

the pragmatic application of a philosophy which argues that the

ultimate test of correctional effectiveness is the offender's be-

havior in the community.

It has already been suggested that a community correctional

center should have two or more programs in one or more residential

facilities. Offenders roust be supervised in the community as well

as in the residential facility. Services may be delivered directly

by center staff or through contractual arrangements, but coordina-

tion of these two types of service is essential. Whatever organi-

zational linkages are created between the center and agencies of

the criminal justice system should be clearly defined and articu-

lated. Services must meet identified needs and evaluation of per-

formance is essential. Site visits and a review of the literature

indicated that centers defined as "successful" have constructed

their programmatic activities upon such principles.

This chapter is concerned with center programs. generally, but

it must be understood that programming in a community correctional

center is only one part of a comprehensive community correctional

system.1 The programs offered by any community correctional center

will vary with the philosophy of the center, but there must be a

relationship between philosophy and program. A continuum may be

constructed, one end of which represents the strategy suggested by

rehabilitation, in which the offender is encouraged in a variety

of ways to adopt a lifestyle centered on lawful conduct. The other

end of this continuum is the strategy suggested by the concept of

reintegration, the essential component of which is supervised

community living. Moving from philosophy to more pragmatic concerns,

there is a service delivery continuum. At one end of this continuum



is the decision to provide most services directly to clientelethrough the center staff. At the other end is the orientationtoward utilizing contractual delivery and negotiating for theprovision of services from other community resources.
The local community and its correctional and justice systemsmust determine where on each continuum their programs will belocated, with full recognition of the unique circumstances pertinentto the particular center. Although the importance of such "locali-zation" should not be underestimated, the non-direct (contractingand brokerage) end of each continuum is emphasized here. Thisfocus implies a preference for maximum use of existing communityresources, individualized reintegration planning, and both employ-ment and family counseling in a community context.

General Program Management

Among the most important written policies of the communitycorrectional center is a comprehensive statement describing itscurrent treatment philosophy, facilities, services, programs, andresources. This statement should reflect the needs assessment con-r'ucted in the community in the planning stage. This statementshould be disseminated widely--to staff and residents, referralsources, other criminal justice and non-justice agencies, fundingsources, and the general public. It should reflect realistic andcarefully articulated goals and objectives. To avoid problems lateron, such a statement should promote accurate expectations and createa baseline set of standards.

As noted in C,.apter V, correctional agencies, center adminis-trative staff and community leaders must select a predominant servicedelivery mode. Selection of a direct or non-direct approach for theprovision of services will determine whether the community correction-al center, through its programs and facilities, will provide directlyor make referrals for such services as supervision in the community;Mlolter; food; emergency financial assistance; individual and groupcounseling; transportation; medical and mental health; and vocational,employment, and educational counseling and placement. The wide rangeof services that may be required by center clients may best be pro-vided by some combination of direct center delivery and referral toother community resources. Successful centers determine and definethe services required by their clientele and then decide how theseservices can be delivered most efficiently and effectively.3 Theappropriate balance between services provided by the center and thosefor which referrals are made is, of course, a function of availableresources of all types, including personnel, funds, time, and space.The budget of the center however, should include funds for the pur-chase of needed community services that cannot be secured by voluntarymeans.

Regardless of the service delivery model selected, all programsshould be designed to meet identified needs. Each activity shouldreceive professional staff supervision to insure that resources areused efficiently and effectively and that their use is directed toward
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meeting center goals and objectives. Several centers visited used

personal "contracts" between the offender and the center to focus

resources and target the energies of the client. Completion rates

for these "contracts" then were used to measure program success and

management quality. Concern for the quality of management, the assess-

ment of needs, the formulation of objectives, and the willingness to

be held accountable are responsive to intensifying citizen demands for

good government. The managers of successful centers understand the

importance of growing public resistance to increased taxes and the

need to compete effectively for scarce resources.

Assessment strategies for evaluating center performance are re-

viewed in Ch'pter XI. At this point it is sufficient to note that

the government agency responsible for the public center and the govern-

authority of the private center should require ongoing assessment

of facilities and programs to determine their contribution to the

accomplishment of center goals and objectives. Assessment should focus

on the investment of center resources as they affect the client, the

justice system, and the community. One product of periodic assessment

should he the re-examination and possible rearrangement of priorities.

Successful community correctional centers visited actively sponsored

periodic program assessments involving advisory board members as well

as staff and clientele. In the Dodge-Filmore-Olmsted community correc-

tions system, assessment by the advisory board and its subcommittees

was supplemented by a consumer-oriented study of probation programs.4

And in Vancouver, Washington, a comprehensive assessment was conducted

by the Health and Welfare Planning Counci1.5

Managing Program Participation

Managing program participation involves the development and

implementation of policy in the areas of intake, orientation, classi-

fication, and programming.

Intake

Site visit data and a literature review indicated that the dis-

cretion exercised by center personnel in accepting or rejecting ca3di-

dates for the center was neither clear-cut nor consistent across juris-

dictions. At one extreme, discretion on the part of the center personnel

in determining admissions was absolute; at the other, the committing

authority unilaterally referred clients to the center. In most centers,

however, a middle ground was the norm; the committing agency referred

clients to the center and the center exercised some discretion in

accepting or rejecting referred clients. The degree of discretion

allowed a center was influenced by a number of variables, including

the legal status of the offender, offense and offender characteristics,

and the public or private nature of the center. Overall, the managers

of successful centers were sensitive to and aware of other decision-

makers' problems with regard to program participation. These managers

understood the need for flexibile responses and for maintaining rapport

with representatives of 'the justice system.
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Flexibility, it must be emphasized, does not mean compromisingessential principles. The community correctional center visitedhad developed written policies and procedures governing intake, withemphasis on eligibility and suitability for participation in theirprograms and facilities.6 Among such policy statements was thestipulation that only those individuals who agreed to participate incenter programs and were willing to be governed by center rules andregulations were admitted. This requirement is considered essentialby management in most community-based programs because it is believedthat the client must take personal responsibility for his life andfor altering his behavior. This principle is considered so basicthat several centers have instituted a policy to return to the countyjail any resident who fails to maintain a satisfactory level of per-formance in the community. This policy tends to motivate clientcommitment to programs, thus enhancing the potential for success, andalso serves as a reminder to all that the community correctional cen-ter is an alternative to, not a substitute for, the local jail.
Intake policies and procedures should cover the criteria for ad-mission to the community correctional center, the information to beobtained on potential clients prior to acceptance, and the proceduresto be followed in accepting or rejecting referrals. A statement ofintake policies should be distributed to referring agencies, fundingsources, and the general public. The wide dissemination of informa-tion on eligibility will avoid confusion and misunderstanding, assistother agencies in making appropriate referrals, and enable referralsources to inform potential clients about the nature of center faci-lities and programs.

Admissions criteria vary from one center to another. Many resi-dential programs are reluctant to accept clients with problems suchas alcoholism or other addictions; others preclude certain offensecategories, such as arsonists or sex offenders; almost all deny ad-mission to mentally disordered and aggressive or violent offenders.centers have devised lengthy screening procedures, such as thetwo-week evaluation required in Des Moines Other centers, such asPORT, have an elaborate evaluation period during which the candidatefor admission resides in the facility. The PORT screening committeeincludes a psychiatrist, a probation officer, a community resident,the executive director, a counselor, and a client. This group deter-mines whether the programs are "right" for the candidate and whetherthe candidate is acceptable to the program. In Vancouver, a similarcommittee, consisting of management, staff, and clients, reviewsapplications for the residential program.

Criteria for admission to the various centers generally arenegotiated with local authorities and based upon center philosophy,program structures, and facilities. While there is a need fordiversity to reflect local justice processes and the nature of thecommunity, such localization appears to be difficult to achieve.Perhaps the hest illustration comes from a eview of release onrecognizance (ROR) programs in the United States. These programs,generally descendants of the Vera Foundation efforts in New York City,are components of most community correctional centers. Many reportthat they have their own criteria for ROR and release, but a reviewof their criteria suggest that many jurisdictions simply borrow from
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one aautner with occasional modifications. This is unfortunate,
since each jurisdiction should tailor its program admission cri-

teria to particular client needs and to resources available locally.

Decisions regarding acceptance or rejection should be communi-

cated to the referring agency expeditiously so that, in the event

o f an unfavorable decision, the referring agency can seek other

resources on behalf of its client. If the decision is negative,
the reasons for rejection also should be communicated to both the

referring agency and the individual denied placement. Reasons

for rejection should he in full accord with published center intake

policies. The explanation will assist the referring agency in its

future referrals and serve to keep communications open between

agencies.

Orientation

As -tIon ;Is possible following admission, a professional member

u l Lenrr staff should orient the client to center facilities, pro-

grams, and service and explain the rules, regulations, and discipli-

nary procedures governing client conduct. Any court-ordered or

lcgal conditions also should he explained to the client, who should

he given copies of all legal documents. A record of the interview

should he dated and signed by both staff member and resident.

Reception and orientation should be conducted in the language of the

net, elient and adequate facilities should be provided for the recep-

tion and orientation process.

orientation is a logical precursor to classification and pro-

gramming. in several centers the orientation process includes a

general educational, vocational, attitudinal, and behavioral evalua-

tion. At the es Moines Center, each new client also is asked to

w rite a short autobiography, sketch out his own program, and indi-

cate why he he such a program would benefit him. Based upon

thi,: orientation procedure, clients are assigned to programmatic

actkities that match their needs with center resources.

Classi l i< ation and Individual Programming

To assist in the evaluation and programming of offenders, the

community correctional center should have a plan for the classifi-

cation of clients.? The classification plan should specify the

objectives of the classification system, detail methods for achiev-

ing these objectives, and provide for a monitoring and evaluating

mechanism to determine whether objectives are being met. The design

of an individual treatment program begins with an orientation, intake,

and classification process that provides data about the client and

includes him as a primary participant. Classification should iden-

tify and match client need with resources available either through

direct delivery or through referral to community agencies.

Classification is the foundation upon which the treatment pro-

gram is tailored to meet client needs. The process through which
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classification is accomplished should be detailed in a classifica-tion manual available to all staff. Intake and classification dataalso should serve as a basis for review and possible modificationof center programs and facilities to better meet identified needs.
Smaller community correctional centers, of course, are unlikelyto be able to meet all client needs, especially by direct service.Such centers will have to exclude some cases, arrange for volunteers,and/or negotiate contracts to secure services from the community.Although the overall criteria for eligibility are properly a matterfor local debate, the center should not accept, orient, and classifyany client whose needs it is not prepared to meet in some pogram-matic way. This position is consistent with the notion that theoffender has a right to "treatment" from correctional authorities.
Admission of clients with special needs, such as drug addict:on,alcoholism, mental retardation, physical handicap, or emotional dis-turbance, also must be a local decision. However, if these indivi-duals are eligible for admission, then the classification processmust be able to identify them and resources must be invested intomeeting their particular problems. Centers adopting this positionon "special needs" offenders should designate an individual to directand secure special services for them.8

Program staff-should develop an individualized program for eachclient that includes measurable criteria of expected accomplishmentsand a time schedule for their achievement. The program should bedeveloped with maximum client participation and program design shouldbegin soon after a client's admission. The individual iced programshould emphasize assisting the client to become responsible and inde-pendent, with reintegration into the community as the ultimateobjective. Center staff should encourage family and community involve-ment as major components of the individualized program design.
Most of the centers visited encouraged the setting of short-range behavioral objectives to be met by the client and a systematicwritten plan of action for meeting them. Objectives must he realis-tic so that clients can learn to adjust their behavior to the normaldemands of society. They also must be generally supported by theclient, capable of achievement, and client-specific. Individualizedplans that include both legal requirements (Fines, restitution) andreintegrative components (work, budget plan) built into client pro-grams are best. Program plans often are translated into a contractwhich is used as a basis to measure all client actions. This placesMAjOY emphasis on performance and, behavior rather than .attitudes.9

Adjustments in individual programs will be required over time.Ccuter staff, either individually or through some collective process,should review client performance periodically. Modifications in pro-gram or facility should be based on a systematic review of progressmeasur,,d against individualized program designs. Just as it is im-portant for the client to be involved in initial program development,it is also important for him to be involved in adjustments to his
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program. Changes should be noted in writing, dated, and made part of

the case record. In a general sense this approach to program plan-

ning is analogous to management-by-objectives procedures in which

managers and subordinates jointly set short-term objectives, monitor 10

progress toward their achievement, and make adjustments as necessary.

The framework of management-by-objectives is particularly useful to

the community correctional center because it helps the administrator

persuade civic leaders that the center is well managed, accountable,

and worthy of their support.

A major task of the center administrator is to insure that com-

munity resources are developed and utilized to support center opera-

tions, facilities, and programs and to provide services to center

clients through referral or contractual agreement. The center should

be a catalyst, mobilizer, organizer, broker, and developer of

community resources in the interests of clients. These interrelated

roles require an investment of resources. The center should maintain

a cooperative working relationship with other public and private
service agencies and a current inventory of resources available for

use by center clients. Periodic assessment of those resources and

appropriate assistance to those not operating efficiently will benefit

the center and contribute to the achievement of its service delivery

goals.

Program Components

Major programmatic activities of the community correctional cen-

ter include: supervision, counseling, employment placement, education,

job training, leisure time activities, health care, and financial ser-

vices. Since supervision is fundamental to all other program components,

it is given primary emphasis here.

Supervision

The supervision of offenders in the community on probation or

parole is not markedly different from their supervision in a community

correctional center. In both settings, supervision must be given high

priority. The supervision program must provide for appropriate work-

loads, a 24-hour service and a full-time professional supervisor, a

supervision plan, case conferences, and client contact.

Supervision may be provided through a variety of organizational

arrangements. For example, a private center may provide community

supervision and residential services under contract to a court or a

probation/parole agency. A publicly funded center may be part of a

larger correctional system that traditionally provides supervision to

offenders, or it may be a separate and distinct organization charged

with residential and supervisory responsibilities. Although the

appropriate organizational model will vary with local circumstances,

in general it will be wise to avoid the separation of residential

from community services and supervision, the division of responsibili-

ties for an offender among agencies, and the active supervision of an

offender by more than one agency. 11

145



The central objective of supervision is to reduce the probabi-lity of continued criminal behavior on the part of the client. Thisserves the interests of both the offender and the community. Thesupervision of clients by staff of the community correctional centeror other agencies should be assigned top priority by the centeradministrator. Competing demands on scarce resources should not deterthe administrator from allocating the resources required to insureadequate supervision. Supervision both within and outside centerfacilities gener,Lly is arranged in degrees of intensity. Clientsnew to the center may be given less freedom and more extensive super-vision. As their behavior is observed and to the degree that theyearn it, clients are granted increasing amounts of freedom and lesssupervision. Toward the end of their supervision period the clientmay enjoy virtually all the freedom of normal community living.This phased approach to supervision helps the client adjust graduallyto increased freedom and responsibility and facilitates his adjust-ment to eventual release.

Several of the residential center programs visited consisted ofstages through which a resident must pass before release to thecommunity. Each stage involved increasing levels of freedom andprivilege and greater accountability and responsibility. At eachstage, if a resident experienced difficulty, he was helped to addressthe problem. Inability to handle increased freedom and responsibilityresulted in a return to a more controlled state or retention at thesame level until the client had resolved his problem and demonstrateda readiness to advance to the next stage.

The PORT program developed an interesting approach to thissequencing. A point system, based upon measured performance in tan-gible areas (e.g., weekly school and work reports, building clean-up,budget management, social activities) is used to determine the appro-priate level of freedom and responsibility. The newcomer starts outat the bott '-m rung of the classification system, which consists ofcategories Lrom 1 (minimum freedom) to 5 (freedom commensurate withthat of an individual of the same age in the community). Progressionup the ladder is accomplished through a combination of earning pointsand group decision-making. By demonstrating acceptable performanceto the group and earning sufficient points, the resident graduallyweans himself from PORT, gaining the freedoms and responsibilitiesnormally accorded a person of his age.12 Other centers had similar,although less formalized, programs.

Although some supervision occurs within center facilities, asignificant proportion should be provided in the community. Theultimate test of supervision is in the community because it is withinthat environment that progress in the individualized treatment planis best assessed. A phased program similar to that used by PORT ispossible for clients who spend their entire time in the community.
All supervision, in the community and in the center, should bebased upon a written workload/caseload formula for the allocation ofeffort and resources. Among the many factors to be considered indeveloping such a formula are: legal requirements; administrativetasks; geographic areas; types, and numbers and needs of offenders
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supervised; the communities in which supervision occurs; qualifica-

tions and experience of staff; and resources available. Differen-

tial supervision, ranging from intensive to minimal, should be

available to meet individual needs.

Supervision within and outside center facilities, whether by

center staff or staff of other agencies, should be available 24

hours a day. This may require split shifts, duty office/s, all-night

and weekend telephone numbers, or other special arrangements and pro-

cedures. Staff of the agency providing supervision should report to

a full-time supervisor in order to enhance the effectiveness and

efficiency of field supervision operations.

Regular case conferences between staff members providing client

supervision and their supervisors should be held to discuss indivi-

dual supervision plans as well as administrative and case management

issues. Regular case conferences also permit assessment of compliance

with agency policy and procedure, accomplishment of goals and objec-

tives, and individual job performance.

Client classification for supervision should be requested by

written policy similar to that governing their classification for

program placement. Criteria should be developed to insure that

neither surveillance nor service is provided beyond the level needed

to reduce the probability of criminal behavior. Classification for

supervision should protect individual dignity, promote fairness,

provide for maximum client involvement, and allow for modification

and amendment (reclassification) as warranted.

The community supervision plan should provide for staff contact

with the client and with other persons and agencies familiar with

the client and his progress. The number, type and location of such

contacts should be specified. Staff of the supervised release and

probation programs in Des Moines monitor any mandatory client atten-

dance at evening educational, cultural, or informational activities.

Additional staff time is devoted to follow-up on clients referred to

community resources or placed in a job. Counselors at the Des Moines

facility have similar responsibilities for clients in educational or

work release programs.

Where the client is being supervised by another criminal justice

agency, staff of that agency and center staff should develop a

mutually satisfactory supervision plan with functions and roles

spelled out in writing. This should help to avoid duplication of

effort and conflicting expectations of client behavior. Collabora-

tion between agencies should enhance community protection, streamline

service delivery, and minimize inter-agency conflicts and misunder-

standings.

Counseling

Perhaps the most common component of correctional programs is

individual and/or group counseling. Counseling programs, both within

and outside center facilities, should be tailored to identified client

needs and be under the supervision of a qualified staff member.
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Counseling should be undertaken as a part of an individualized pro-gram design. Program content should be defined broadly enough toinclude general personal appearance as well as attitude and be-havior.

Regardless of content, counseling should be provided or super-vised by an experienced and qualified counselor. Written policyshould state acceptable workloads for counselors. In regularlyscheduled case conferences, counselors and their supervisors shouldreview counseling plans for individual clients, as well as administra-tive and case management issues.

Counseling can take many forms and the relationship betweenclients and counseling staff varies. In 'ROR or supervised releasecomponents of the community correctional center, counseling islikely to be voluntary because the client is unsentenced and in-voluntary participation may represent a violation of the rights ofthe accused. Much of the counseling that does occur in these centersthus is based upon a negotiated contract between client and staff.
The diversity of counseling requirements may be illustrated bythe Des Moines experience. Des Moines counselors who work withsupervised release clients utilize a one-to-one, reality-oriented,directive style. The objective of counseling is to help clientsachieve a "track record" of stability and accomplishment that willqualify them for probation if they are convicted. The counselorusually sees 20-25 clients once a week. The nature and extent ofcounseling for probationers varies with the offense and personalneeds.. Intensive individual and "triad" counseling is availableto residents of Des Moines. Individual counseling, focused on theclient's progress in treatment, is conducted once or twice a week.Triad counseling, involving the residents who share a sleeping room,is conducted once a week. Triad counseling stresses collectiveresponsibility and peer pressure since the negative behavior of onemember may result in the loss of privileges for all three.13

Employment and Training

Center resources should be invested in finding suitable employ-ment for clients and verifying that those employed are in compliancewith legal and regulatory requirements (e.g., work permits, socialsecurity status, age, health and safety provisions). Employment isconsidered critical to success in almost every community-based cor-rectional program. The investment of center resources in theemployment arena should include liaison with public and privateemployment agencies, business and industry, labor unions, and com-munity action and self-help groups. A wide range of employment-related services may be provided by center personnel, includingassistance to clients in preparing resumes, filling out employmentforms, and developing job leads. Center policy and procedure shouldinsure that clients are performing adequately, working under accep-table conditions, and fairly compensated for their labor.
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Job development units, located in both the Fort Des Moines faci-

lity and in the supervised release probation offices, probe the client's

work background and goals, identic.y vocational constraints, and search

employment service job banks on behalf of clients. Although Des Moines

residents are transported to and from work, they otherwise are expected

to take on the normal responsibilities of any employed worker. Job

development staff periodically make phone and on-site checks to deter-

mine how clients are doing. Clients with little work experience or

poor self-discipline generally are placed in lower paying, high turn-

over jobs, a strategy which provides a good learning experience for

clients and protects the project in case of client failure.I4

Many clients of the community correctional center are deficient

in educational and vocational skills. This often means they are unable

to obtain or maintain employment and as a result may not succeed in

community correctional programs. Educational and vocational disabili-

ties thus should receive special attention. Center personnel should

find many opportunities for adults to continue their education and to

receive vocational training. Liaison with local four-year and communi-

ty colleges, vocational training programs, and high schools should

facilitate the development of educational programs for center clients.

Federal funds under a variety of program titles are available to assist

adults in upgrading educational and vocational skills. Correctional

clients should have the same opportunity to use educational and train-

ing resources as residents of the community at large. Careful atten-

tion also should be given to the educational and vocational needs of

clients with physical, mental, or emotional handicaps or learning

disabilities.

The PORT program in Rochester provides a particularly interesting

example of a good relationship between a community correctional center

and an educational institution. Resident counselors, typically college

students, live in the PORT project building and room with the offenders.

These counselors are considered vital to that program for, in effect,

they replace the guard/counselor staff of the institution. In return

for room and board, the students serve three primary functions: (1)

they cover the building during off-duty hours; (2) they help to develop

and maintain a "healthy" culture in the program; and (3) along with

residents, they maintain the building.

Medical

By direct service or referral, correctional center authorities

should insure that clients receive the medical and dental care they

need to maintain basic health. The center should designate one indi-

vidual to oversee the broad program area of health care services.

This program should provide for preliminary health evaluation of each

new client immediately upon arrival and prior to entry into center

programs and facilities. A comprehensive health evaluation, including

medical history, physical examination, and diagnostic tests, should be

made as soon as practical after admission to the center. This is

particularly essential for clients who will reside in center facili-

ties. Center personnel also should make arrangements with local
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pharmacies for residents to secure prescription drugs and over-the-counter medications.

Control of client medication has posed continuous problems forresidential facilities. Center staff generally insured control by avariety of procedures, including providing those residents who requiremedication the appropriate quantity at appointed hcurs in accordancewith medical instructions, observing the ingestion of the medication,and returning unused quantities to a locked control cabinet. The timeand circumstances of the administration of medication may be docu-mented on appropriate records.

Policy and procedure should require medical examinations of anycenter employee or client suspected of having a communicable disease.Inmates of correctional institutions generally are not eligible forfederally subsidized medical aid programs and the warden or jailermust pay the full cost of care in state or county hospitals. If, how-ever, the offender is released on his own recognizance or is placedin a private residential facility, he may qualify for subsidizedmedical aid. Many public administrators have exploited such bureau-cratic anomalies in ways that save local taxpayers millions of dollarseach year.

Finances and Use of Leisure Time

Center staff should obtain financial assistance for clients fromcommunity resources and provide residents with money managementcounseling. The budget of the community correctional center shouldinclude funds designated for assisting clients who need financial aidat the beginning of their community program. These funds may be inthe form of loans to be repaid after the client obtains employment.Center personnel should identify and maintain contacts with communityresources, both public and private, that may be able to assist resi-dents financially. For example, some clients may be eligible forunemployment benefits, welfare, or other types of public assistance.
Some centers have made arrangements with local banks and requirecenter residents to place a certain amount of their earnings in savingsas a part of their "contract." At other locations, the center main-tains a savings plan directly. In some work release programs, thecenter deducts any legal charges, such as residential costs or resti-tution, from the client's pay check, then issues Nome funds to the..lient and deposits the remainder in the bank in trust for the client.
The community correctional center should encourage clients todevelop acceptable and satisfying leisure time and recreationalactivities. Policy and procedure should encourage community involve-ment in center programs and client involvement in community activities,including those of a civic, artistic, athletic, cultural, religious,and social nature.
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a Special Issues: Confidentiality, Cooperation, Arrest, Physical

Force, and Searches

Staff of the community correctional center should maintain max-

imum confidentiality regarding the client's legal status to the

extent consistent with public safety. Policy and procedure govern-

ing confidentiality should be developed collaboratively by the

center, its parent organization, and criminal justice agencies.

The use of unmarked cars, discreet visits to places of employment

and residence, and the use of plain mailing envelopes are simple

techniques to insure some measure of confidentiality.

The center should cooperate fully with law enforcement agencies

in efforts to apprehend residents known to be or suspected of being

involved in criminal activities. Prompt apprehension of clients

involved in criminal activity helps to protect both the community

and the credibility of the center. Center staff should establish

and maintain effective two-way communications with local law enforce-

ment agencies for the purpose of exchanging information regarding the

illegal behavior of residents.

Where center staff are authorized to make an arrest, written

nolicy and procedure should goverh such practices, Personnel author-

ized to make arrests should be trained to do so. The arrest of a

client by center staff is a serious matter and should be preceded

by a case conference between the staff member and his supervisor.

The center administrator should insure that there is clear policy

on staff use of physical force for self-protection and the protec-

tion of others, as well as for the prevention of serious property

damage or escape. The use of physical restraint must be in accor-

dance with appropriate statutory authority and executed with the

minimum amount of force. Physical force should be a last resort.

All incidents of the use of force by staff should be reported to the

center administrator for review.

Specific policy guidelines should be developed to govern searches

of clients under supervision in the community or residing in a center

facility. The search of a client by center staff is a significant

event; it should be controlled not only by policy and procedure but

also by administrative supervision. Staff should understand how

searches are to be conducted and the circumstances under which they

may be authorized. All searches should be reported to the center

administrator for review.

The center administrator should insure that all arrests and

alleged technical violations are investigated immediately and that

arrests for serious crimes and major violations are reported promptly

to the proper authority. Policy and procedure requiring investiga-

tion of alleged violations or arrests should be vigorously enforced.

Prompt review of the facts in the case by the proper authority pro-

tects both the client and the community.



Program Termination

Ideally, the community correctional center should seek termi-nation of an individual's involvement with center programs andfacilities when it appears that the delivery of services is nolonger required to protect the community or enhance individualperformance. The allocation of resources to persons who no longerrequire them is an unacceptable waste. This policy on terminationis consistent with the phase-by-phase "contract" programs found inmany community correctional centers, as well as with the indeter-minate sentence philosophy that guides their operations.
Dependent in large measure on the nature of the community cor-rectional center, there is likely to be a diverse collection ofclients in center programs and facilities. Many of the agenciesthat commit, direct, or refer clients to the center will not havecontinuing contact with the client. Thus, it is essential thatthe center advise these agencies about those clients who no longerrequire services and recommend termination of their involvement inthe program.

Written policy and procedure should provide for administrativeauthority to remove any client from center programs and facilitieswhen it is deemed necessary to do so to preserve the health, safety,or well-being of others. Ideally, screening and classificationshould preclude admission of individuals who are disruptive to cen-ter programs and facilities. However, since screening generally isless than perfect, the administrator should have the authority toremove disruptive and dangerous individuals in the interest ofprotecting the community, center staff, and those clients who aremaking progress in the
community-based program.15
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CHAPTER IX

FACILITIES AND FACILITIES MANAGEMENT

Some years ago Austin H. MacCormick reportedly commented that

if he had the right staff, he could run a good prison tin an old

red barn." There is every reason to believe that community, as

well as institutional, corrections could be run from that "red barn,"

but even MacCormick would acknowledge that there are red barns and

red barns. Dependent in large measure upon the goals and objectives

of the community correctional center, a variety of facilities may be

required for the delivery of comprehensive community correctional

services. Indeed, several of the centers visited for this study

owned and operated several different facilities.

Facilities management clearly includes much more than simply

operating one or more facilities. It includes the establishment of

policies and guidelines for the use of facilities, including rules

and regulations governing resident and staff behavior, as well as

compliance with a wide range of local building, health, safety, and

related codes and ordinances regulating privacy, security, and accom-

modations. Facilities management is a pathcularly important task,

for the quality and competence of management affects staff and resi-

dents, correctional programming, and the community itself. Special

management problems also are created by food service, medical care,

and contractual arrangements.

Every decision made about facilities significantly affects

correctional efficiency and effectiveness. More obvious examples of

this fact include the critical importance of location if residents

are to have ready access to community resources. Also critical is

the tolerance of local residents with regard to such visible cor-

rectional efforts as residential facilities and offenders in their

community. Facilities, of course, are not ends in themselves; they

are used to house people and programs. The concepts and principles

presented in this chapter are equally applicable to residential and

non-residential facilities operated by community correctional centers.
1

Administrators are advised to be thoroughly familiar with Federal

Wage and Hour law provisions for both employees and residents.

Facilities

Community correctional center facilities should not be isolated

from access to those services most likely to be needed by center

clients. Necessary community services may include employment and

education/training opportunities, medical services, recreation and

leisure activities, commercial services, and other community resources.

Access may imply physical proximity, but just as appropriately may

involve public transportation networks. Convenient access to required

services is an essential component of successful community-based

correctional efforts.

The three privately operated centers described in Chapter IV

(Talbert House, Magdala Foundation, and the Mahoning County Residen-

tial Treatment Center) operate residential facilities in or near the
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downtown area of the urban centers in which they are located. Threeof the four Vancouver, Washington, facilities also are located down-town, one block frbm the court house. Unfortunately, the locationof the Fort Des Moines residential facility is at the edge of theurban area. That fact and the inadequacy of the local public trans-portation network make it necessary to drive the residents to andfrom work daily. Had the Des Moines center been able to locate itsresidential facility in the urban core area, the high costs asso-ciated with the v-.n transportation pool might have been avoided.In contrast to the residential facility, the Des Moines ROR program,probation and supervised release programs, and the project'sadministrative offices are in or near the downtown area.
Center facilities should conform to all applicable state andlocal codes and ordinances, including those relating to zoning,building, sanitation, health, fire, safety, electrical, and plumbing.Center managers must be able to document their compliance with variouslegal requirements, not simply because they are mandated, but becausethe health and safety of staff and clients are involved.
Center facilities and grounds should be regularly maintained,clean, and in good repair. Local codes and ordinances require thatminimum standards be met, but the importance of health and safetyconsiderations for staff and residents is even more compelling. Thepublic image of the facility also is an important factor: A run-downfacility will quickly lose community support.
The two residential facilities of the Mahoning County Center arerehabilitated older business buildings. Their location and conver-sion was a natural consequence of this center's origins as a store-front counseling service. The six residential

facilities of Talbert.House and the four homes owned by the Magdala Foundation are olderhomes rehabilitated by center personnel. Magdala Foundation obtainedsome grant monies to assist in this effort. In both cases, rehabili-tation of the i...uildings helped to preserve the neighborhood andcontributed to the non-institutional character of the projects.
Center facilities should not have the appearance of a traditionalcorrectional institution, but should blend into the surrounding com-munity. It also is essential that facilities be located and designedor remodeled to insure the safety and well-being of stiff and clientsand the protectiop of property. The designers of faciLities shouldconsider carefull: the requirements fqr security and safety and the"fit" with the community environment.6

While many residential facilities have ben older homes withinthe core area of the city, several centers have different residentialfacilities which uniquely fit their purposes. The Duluth facility,for example, looks like an institution, is located in an isolated set-ting, and is operated as a prison work farm. The pre-release centerin Montgomery County' is located in a park designated for light indus-trial use. A secure facility, it is indistinguishable from thesurrounding industrial buildings. The residential facility in Vancouver,Washington, is located downtown in an area zoned for semi-industrialuse.
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That residential unit was formerly a convalescent home and met the

local standards for congregate care. In earlier years, the now

closed Salt Lake City residential center was used as a hospital and

was located in an area of mixed land use within the city. Although

not like a prison in appearance, the Fort Des Moines residential

community correctional facility is a remodeled two-story army

barracks located on a military reservation. There are no bars,

security screens, or fences: the windows are ordinary glass with

no special locking devices.3

Center facilities should be inspected periodically by federal,

state, and/or local sanitation, health and safety officials. These

"external" inspections should be in addition to those scheduled by

the parent governmental agency or governing authority. Center

policies should require periodic internal inspections of center faci-

lities and procedures for the inspections should be sufficiently detailed

to insure ccuupleteness. This cross-checking of external and internal

assessments furt'oer protects the health and safety of center staff

and clients.

Demands on center facilities may range from sleeping quarters

and other accommodations for residents to office space for center

staff and locations for p-_-ogrammatic activities. Numerous trade-offs

generally must be made in constructing or renovating a facility.

These trade-offs, including the location of the facility itself,

should be made with center goals and objectives in mind and an effort

should be made to achieve an optimum balance of advantages and dis-

advantages. Efficiency cnd effectiveness in the use of fiscal and

other resources should be major concerns.4 A variety of local and

state codes and ordinances may mandate accommodation requirements for

a community correctional center residential facility. These requite-

ments often should be considered minimal, but it is important that

the facility be in compliance.

Residential facilities providing food service must conform to

all sanitation and health codes, be adequate in size, properly venti-

lated, and suitably equipped, furnished, and decora'..ed. Special

attention should be directed to the food preparation area for it is

particularly vulnerable to health and safety problems. Compliance

with codes and ordinances and attention to the overall food service

environment should help to avoid most problems. If possible, food

preparation and dining areas should be separated, and center policy

should encourage all meals to be eaten in designated dining areas.

The sleeping areas of residential facilities should be adequate

in size, clean, comfortable, well-lighted and ventilated, provide

some degree of privacy and personal storage space. Furnishings should

be provided and residents held accountable for issued property. Al-

though single-room occupancy is preferred, double-room occupancy is

acceptable and is, in fact, the pattern observed in many centers.

Furnishings (bed, mattress, chair, dresser, etc.) and a weekly change

of linen should be provided, and residents should be accountable for

all items issued. All sleeping quarters should be separated by sex.
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The entire second floor of the Fort Des Moines facility isdevoted to sleeping quarters. The area has been divided into 32semi-private bedrooms, approximately 9 feet by 12 feet, which accom-modate two residents. The facility also has several larrer roomsthat accommodate three to six residents. Typically, all bedrooms incenter residential facilities have locking doors and the residentsare issued keys.' Inspections are often held on a daily basis andresidents are expected to keep rooms clean and in order. All of theresidential facilities visited also had a common area devoted to
table games, television watching, socializing, etc. These areastypically were equipped with a television set, pool table,table tennis
gear, pay telephones, vending machines, sofas, and easy chairs.Each of these residential facilities provided small, private officesfor counseling and the larger facilities had created general officeswhich also were near the common areas.

The purchase, construction, renovation, or other acquisitionand modification of the residential facility is often the biggestexpense of the community correctional center. The publicly fundedcenter may acquire a residential facility by leasing space, build-ing a structure for residential purposes, obtaining an abandonedcongregate -care facility, or rehabilitating an existing structure.Privately funded centers often do not have this array of options.Many appear to be moving from rental of facilities toward purchaseof buildings and some have rehabilitated a variety of existingstructures. One private center, for example, bought an old home andobtained Model Cities monies to repair and rehabilitate it.
The relationship between the community correctional center andlocal citizens, merchants and residents is of special concern. Thelocation of the center is a sensitive issue and opposition from citi-zens may become a formidiole obstacle to the effective design, imple-mentltion, and operation of the center. It is noted, for example,that the Montgomery County Pre-Release Center, although programmedfor construction in an industrial area to minimize local resistance,still met with som" opposition which had to be addressed. Communityresistance can be lanaged, but it requires attention from administra-tion and staff, understanding on the part of center residents andprogram participants, and continuous interface with the community.But ev-n with the center operational, personnel must maintain a closerelationship with area residents to reduce the possibility of problemsarising and to insure early solution to those that do emerge. Totalhonesty as a principle and the involvement of some type of citizenadvisory group representative of the community organizationally appearessential. The administrator must make a continuous assessment of thecenter-community interface and insure that there is a viable vehiclefor input and feedback for both center and community.

Facilities Management

Because inadequate facilities hamper operations and damage thepublic image of the center, annual review of space and equipment re-quirements should be part of an overall space and equipment managementprogram. This program should consider the adequacy and efficient useof space, as well as such community factors as population shifts,
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changes in the social, cultural, and economic conditions of the

area, and public transportation. The review should result in

requests of the parent governmental agency or the governing author-

ity to meet identified requirements if budgeted center funds are

insufficient to meet space and equipmc.,r needs.

The staffing pattern of the residential facility should con-

centrate staff at those times when most residents are using the

facility. Typically, this would be during the late afternoon and

evening hours when a majority of these residents who work or attend

school are likely to be at the faciiity. At least one regular staff

member, readily available and responsive to resident needs, should

be at the facility 24 hours a day. Volunteers may supplement, but

not be expected to substitute for, regular staff in meeting the 24

hour a day availability requirement.

The center should have written policy and procedures to account

for the whereabouts of residents at all times, both within and outside

its facilities. Center staff should know the location of residents

at all times, both for the protection of the community and to verify

resident compliance with individual treatment programs. Procedures

for determining where residents are should be simple and unobtrusive.

They may include periodic physical counts, sign-in and sign-out rosters,

telephone contacts with residents when in the community, and/or field

staff verification of resident location.

The center should have written plans and procedures for control-

ling the movement of residents and non-residents in and out of the

residential facility. The community correctional center should be a

24-hour-a-day facility. Monitoring resident movements is important

for the protection of the community; controlling the movement of

others in and out of the facil:ty is necessary to protect staff,

residents, property, and equip:aent. elaborate and complicated security

measures need not be implemented; such procedures as the use of only

one door at night and requiring everyone to sign in and out should be

sufficient.

The responsibility of the community correctional center for

protecting the community requires prevention, detection, and reporting

of absconders from facilit.ies and programs. Some residents may be

involved in center opet.ations as a condition of probation or parole

and absconding legally may amount to an escape from custody or viola-

tion of a condition of release to the community. The prompt reporting

of the absconder to the judicial or correctional agency with juris-

diction and to local law enforcement agencies should be minimum re-

quirements.

The community correctional center should have written rules

governing resident conduct that identify chargeable criminal offenses.

These should be distinguished from act' that are violations of faci-

lity rules. The center manager also should develop a range of

penalties and disciplinary procedures available to staff. Center

policies and procedures should insure that staff and residents are

thoroughly familiar with the rights and responsibilities of residents,

facility riles and regulations, and disciplinary procedures. During
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orientation the resident should acknowledge his understanding ofrules and disciplinary procedures by signing and dating a copy ofthe regulations. Residents with a language or literacy problemshould receive assistance from a staff member or other qualifiedindividual under the supervision of a staff member.
Any resident who allegedly commits an act prohibited by sta-tutory law must be referred to the proper authorities for considera-tion of criminal prosecution. Protection of the community andpreservation of individual rights are enhanced by a policy thatinsures that acts or behaviors prohibited by statutory law arereferred to the pronr authorities. Such incidents should bereported promptly, not ignored or treated as "internal" viola-tions of rules and regulations. In addition, facility rules andregulations should be established to promote order and facilitatecenter operations. Violations of these requirements should notbe ignored by center staff or adjudicated on an ad hoc basis.Rather, apparent violations should be reported and actions takenaccording to established procedure.

Written policy and procedure, in compliance with applicable law,
should govern searches of residents and the facility

undertaken tocontrol contrab.,nd or to locate missing or stolen property. Policygoverning searches must be responsive to legal requirements andidentify the conditions under which a search may be made, personsauthorized to order a search, and the ma-liner in which it will beconducted. Searches should not be conducted more often than necessary
to protect staff and residents, property, and equipment.

There may be cir, umstances in which the management of a residen-tial facility may wish to authorize the restraint or detention of a
resident. General policy should preclude restraint or detention ofa resident except when he is clearly endangering himself or others.Explicit criteria should be developed to serve as a basis for policydecisions by center management. For example, the center manager maywish to curtail a resident',.7 liberty if there is strong evidencethat the resident has been or is about to become involved in a criminaloffense or if the resident's

judicial status prohibits his leavingthe program facility and there is strong evidence to suggest heis going to abscond. If a resident is subjected to restraint ordetention, thc*?, action taken should he responsive to legal requirements.
Policy and procedure should identify the conditions under which res-traint or detention is justified and by whom it may be ordered. Theindent should be documented in writing, dated and signed by theresponsible staff member, placed in the case record, and reviewed bysupervisory and administrative personnel.

Facility residents should not be subjected to corporal or unusualpunishment, humiliation or degradation, psychological abuse, orpunitive interference with normal daily functions of living. Thecenter administrator must insure that residents are not subjected tophysical or psychological intimidation by staff or residents. Centerstaff should carefully monitor relationships among residents to in-sure that there is no unlawful assumption of authority or control b,one or more residents over others. Loss of control by staff to resi-dents will have a variety of destructive effects on the commnity andcenter
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Neither staff nor residents of the residential facility should

be permitted to possess any type of weapon inside the facility.

Weapons should be prohibited because they represent a threat to the

safety of the community, as well as to staff and residents. Policy

and procedure also should govern the administration,
security, con-

trol, audit, possession and use of controlled substances, prescribed

medications, and over-the-counter drugs. Staff and residents should

be aware of center regulations governing their possession and use.

Written policy and procedure also should control the conduct of any

urine surveillance program to include collection of samples, testing,

and interpretation of results. These policies and procedures should

be reviewed annually and updated as necessary.

A..1 community correctional center facilities should have written

emergency plans which are communicated to all staff and residents,

posted conspicuously in the facility, tested by periodic drills, re-

viewed annually, and updated as necessary. Emergency plans should

cover medical emergencies and such events as fire, explosion, and

severe weather. The plan should include evacuation procedures, duties

of personnel, and the location of emergency equipment and supplies and

all exits from the facility. Staff and residents should be familiar

with the plan and trained to operate emergency equipment.

Emergency first aid training of personnel which meets American

Red Cross standards and emergency medical plans should be an integral

part of center health care services and programs. Personnel should be

trained in the most current emergency techniques and should be tested

periodically for competence. First aid equipment and persons trained

to use them should be available around the clock at all facilities and

program locations. This equipment should be inventoried regularly.

particularly in the case of the residential facility, emergency medical

pians, including the location of hospital emergency rooms and "on-call"

physicians, should be prominently posted, reviewed annually, and up-

dated as necessary. Death, injury, accidents, and major illness may

cause disruption and confusion both within and outside the center. A

carefully articulated set of policies and procedures should reduce

some of the disabilities generated by such serious incidents and also

insure compliance with law and regulation.

The possession of personal property by center residents helps to

maintain individuality and possession of funds is a valuable tool in

making the transition to complete independence in the community.

Limits, however, should be placed on the amount of property and funds

which a resident can maintain in his possession or in facility storage.

These limits should be reasonable, consistently applied, and made

known to all residents upon entry into center facilities.

Personal funds and property of residents maintained by the center

should be accounted for and carefully controlled by such procedures

as receipts and vouchers for all transactions. Residents should be

allowed to retain maximum feasible control over such funds and personal

property. Personal funds and property should be securely stored and

protected against theft, fire, and other hazards when not in use.
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In a community
correctional center that provides or contractsfor food service, one staff member should supervise food serviceoperations, including record-keeping and budgeting, purchasing, andaccounting practices. Attention should be focused on insuringnutritional and economical meals, minimal waste, and cost-effectiveoperations. Scheduled and unscheduled inspections by administrative,

medical, and dietetic personnel should insure that facilities, equip-
ment, and personnel meet safety, health, and sanitation standards.Periodic inventories and security for food supplies should be requiredIf the center provides food service, written policy and procedureshould specify the following: (1) food preparation must considerflavor, texture, temperature, appearance, and palatability; (2) meals
must be served under conditions that minimize regimentation; (3) menus
must be prepared in advance and posted; and (4) special diets as pres-cribed by medical personnel must be available. Prior planning in allareas of food service operations should prove cost-effective, facili-tate budgeting, and maintain food quality control, as well as informthe residents what will be available at each meal. Food should never
be used as a reward or disciplinary measure.

In summary, residential facilities, as one of the most visibleaspects of center operations, may be most significant in shaping theattitudes of decision-makers who help to determine the future ofcommunity-based correctional activities. Residential facilities mustbe efficiently operated and properly maintained, within the resourcesavailable to the center. Everyone associated with the center and inits political and social environment must understand that facilitiesare not an end in themselves; they are a means of achieving thesuccessful reintegration of offenders into the community.



CHAPTER X

SUPPORT SERVICES

Support services include many of the less visible elements of

administration and management--operational planning, research and

evaluation, management information systems, case records, and fis-

cal management. These and related functions directly affect all

community correctional activities by their contributions to decision-

making and efficient operations.

Regardless of the size of the community correctional center,

its administrator must devote some attention to support activities.

The amount of effort will depend on such factors as the organiza-

tional structure within which center activities occur, the require-

ments of the governing authority, the resources available, and so on.

For example, a center that is part of a larger correctional entity

may not require direct support services if these services are provided

by the parent agency. Alternately, a medium-sized community correc-

tional center may perform some of its own support functions, having

been delegated specific tasks by the parent agency. A small center with

limited resources may find it useful to contract for support services;

for example, a local certified public accountant may provide audit,

accounting, and bookkeeping services, while college faculty perform re-

search and evaluation tasks. If such services are not needed on a

full-time basis, collaborative efforts with justice and non-justice

agencies and purchase-of-service agreements may be useful.

Operational Planning

Although the center administrator may choose to delegate some

authority for planning to subordinates, he remains ultimately respon-

sible for this function. Planning must include a careful analysis of

the center's current status and an articulation of future goals so that

any gap between current and future states may be identified and narrowed.

Such an analysis should consider social, economic, and political trends

at local, state, and federal levels. Planning should attempt to pre-

clude ad hoc and dysfunctional responses to change.

The center should be involved in local, regional, and state

criminal justice and other planning efforts so that it can present its

point of view and contribute to the development of directions for the

future. These collaborative planning efforts should enhance working

relationships between agencies, conserve resources, and foster under-

standing of -.he center and its objectives. Community correctional

centers can be most effective when criminal justice and other community

agencies join with them to design and develop programs for offenders.1

Linkages with planning efforts in the community may be established

through such devices as coordinating councils or interlocking advisory

boards. Ties to traditional community organizations involved in

educational, social, and charitable pursuits serve to generate commu-

nity support for the center and further the ends of all participating

agencies. The center administrator, however, must guard against
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proposals made in the name of corrections by social work, recreation,mental health, and other groups which are in fact intended to serveother purposes.2

A major product of the planning process should be a writtenstatement of goals and objectives which, by annual review and up-dating, provide direction to the administrator and staff. Inter-relating these goals and objectives with community correctionalcenter planning, budgeting, and program management functions shouldfacilitate the effective use and conservation of resources, evaluationof progress towards goals and objectives, and the delivery of servicesto residents,3

Another important product of the planning process is thecreation of a cohesive work group and the commitment of thoseinvolved in planning to consensual goals and objectives. Altloughthe participative approach consumes more time, generates additionalpaperwork, and creates a requirement for trade-offs, the Des Moinesproject managers, among others, found this approach worthwhile in-deed. Similarly, leaders of the Orange County, Florida, communitycorrectional center created a working basis for ongoing collaborationin the process or replicating the Des Moines project.4
Operational planning is a means of influencing and perhaps con-trolling some aspects of the future. Planning is not merely anacademic concept; properly undertaken, it is down-to-earth, focusingon such realities as center personnel,

space, programs,equipment, and clientele. Although the service needs of individualclients must be identified and addressed in the development of treat-ment programs, the planning process should include periodic assessmentof the collective needs of the population served by the center andthe development of plans to meet them. These plans are then translatedinto budget requests.

Management Information Systems

The community correctional center needs an organized systemof information collection, retrieval, and review that contributesto decision-making, policy formulation, and research and evaluationcapabilities. The establishment of goals and objectives, theassessment of center performance, and the operational planningprocess are facilitated by an information system that providesperiodic summary data on such variables as the characteristics,movement, and current status of the client population.
Such data are available to the managers of the Magdala Foundation,who have created a sophiscated management information system tiedto their

management-by-objectives approach. This information systemdocuments the costs 'f center opesations and provides basic informa-tion on all clients, including fellow -up data on performance afterrelease.



All community correctional centers, regardless of size, should

have some means of collecting, recording, organizing, processing, and

reporting information for management purposes. Although the require-

ments of the information system may change, policies and procedures

governing information collection and use should ba precise, consistent,

up-to-date, and subjected to annual review. As with other support

services, the assignment to subordinates of duties pertaining to the

management information system does not relieve the administrator of

responsibility for that system. Special attention must be given to

security of the system, including access, verification of data, and

privacy considerations.

A distinction should be made between data that must be available

and those that are useful but not essential. Information needs should

be identified prior to development or revision of the management infor-

mation system in order to avoid the collection of extraneous data.

Information systems should have the capability to deliver two basic

types of information: (1) standard information (data required for

management control, such as payrolls and numbers of residents within

center facilities and programs); and (2) demand information (informa-

tion that can be generated at the time a report is required).

Case Records Management

Case records are essential for planning, implementation, and

evaluation of the center's overall and individual client-oriented

efforts. Orderly recording, management, and maintenance of such data

increase the efficiency and effectiveness of all center operations.

Sufficient staff and equipment should be made available to meet the

needs of case records management. Policies and procedures pertaining

to records management should be reviewed annually and updated as

necessary. They should address content and format, auditing, entries,

security, confidentiality and release of information, marking of files,

closed records, master files, and destruction of records.

The center should maintain a complete cumulative case record on

each individual admitted to the center. Each such record should pro-

vide a chronology of significant events from admission to termination,

as well as relevant background information. Verified data in the case

record serves as a foundation for case analysis and program decisions.

Collectively, case records provide input data for planning, implemen-

tation, and evaluation.

The contents of case records should be separated and identified

according to an established format. Included should be: legal and

referral data, intake information, background/social history, indi-

vidual plan or program, progress, evaluation, and final reports.

Consistency in content and format of case records encourages complete-

ness, promotes efficiency and effectiveness, and facilitates use of

the records. Systematic auditing should be undertaken to insure that

163



records are current, complete, and accurate and entries should be
made by designated staff who sign and date th--.

A single master index file that identifies active, inactive,transferred, and destroyed case rect;ds should be located centrally
for easy accessibility. This file should include identificationdata such as name, date of birth, case number, and disposition ofthe case. A community correctional center with more than onefacility should consider establishing a separate active case listfile at each location.

Safeguards to minimize the possibilit: of theft, 1)ss, ordestruction of case records are essential. Persons authorizedaccess to records should be identified and the conditions of accessarticulated. Case records should be readily accessible to staffmembers who use them, but secured when not in use. Records shouldbe marked "confidential" and maintained in locked, waterproof, andfire-resistant files similarly marked.

Since an individual's right to privacy may be abridged if casefile data are improperly disseminated, access to case records shouldbe limited to those individuals and agencies with both a need and aright to the information they contain and an ability to demonstratethat access will serve a 7alid legal purpose. Written policy andp7ocedure governing access to and use of information should conformto applicable federal law by requiring a "Release of InformationConsent Form." This form should identify the names of the persons,agencies, or organizations requesting and releasing information, adescription of the information to be disclosed, the purpose of orneed for the information, the date the form is signed, and signaturesof both the client and a witness. A copy of the consent form shouldbe maintained in the case record.

The final report prepared by center staff for inclusion in thecase record should summarize the events that occurred during theclient's involvement with center programs and facilities. Special'comment should be made about any absence of community resourcestF:at may have affected a client's failure in the program and an over-all staff assessment of the factors that contributed to the success-ful or unsuc,e1;sful outcome. Such f:;nal reports should be useful tothe center as an organization in identifying and developing resourcesand to staff by serving as "lessons learned."

Fiscal Management

Center fiscal management should be in accordance with both stan-dard accounting procedures and the requirements and regulations ofthe governing authority. This will facilitate supervision of thefiscal program, preparation of required reports, development of fiscalpolicy and procedure, and appropriate allocation of resources. Sitevisits confirmed that fiscal management generally receives top prior-ity and attention trom center administrators.
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The administrator of the center is responsible for developing

and carrying out fiscal policy. He may charge a subordinate staff

member with supervision of Fiscal management and control programs,

but this employee must report directly to the administrator. Con-

stant attention is required by any program involving such diverse

activities as the establishment of fiscal policy and procedure,

budget preparation, purchase of supplies and equipment, internal

audit, supervision of fund flow, petty cash, inventory control, and

compliance with laws and regulations. Policies and procedures

governing fiscal management must be reviewed annually, updated as

necessary, and approved by the parent governmental agency or govern-

ing authority. Special consideration should be given to the purchase

of services not provided directly by the center. Part of the overall

planning, budgeting, and fiscal management program should include

policy and procedures governing the purchase of services, including

budget requests and contractual authority for such arrangements.

The budget is the fiscal planning document of the community

correctional center. The budget and the process by which it is gen-

erated should be in accordance with the policies, procedures, and

instructions of the parent governmental agency or governing authority.

An annual written budget of anticipated revenues and expenditures

with adequate justification to support the budget request and the

operations of the center, should be prepared and submitted for ap-

proval by the parent governmental agency or governing authority.

The budget and its justification should present an analytical and

compelling case nor meeting center fiscal requirements.

The responsiblities of the center administrator in budget matters

may include the full range of activities from budget preparation to

presentation at budget hearings, budget revisions, supervision of

expenditures of allocated funds, and final audit. Although budget

specialists may be involved in any of these activities, overall

responsibility _or both long-range and daily fiscal operations rests

with the administrator.

The budget itself should be developed in a format that permits

fiscal planning and budgeting to be related directly to center goals

and objectives.5 Fiscal support should be available to meet center

goals and objectives and a system of accountability establishe,L to

insure that monies are used for those ope/ations for which they were

budgeted. Cost-effectiveness should be measured by relating specific

operations to resource costs, goals and objectives, and outcomes.

In the Des Moines project and in several replications, separate

operating budgets were created for each of the program elements.

This program budgeting approach is a useful management too1.6

The center bookkeeping and accounting system should /"3 based

upor accepted acco-Inting principles and procedures. Policies should

be developed to govern the collection, safeguarding, and disburse-

mellr of monies and the issuance of checks and vouchers. Reports of

funds collected and disbursed sho'ild be prepared and distributed.

These reports may ralige from per Jdic time-controlled reports (annual,

monthly) to those that provide the administror with up-to-date fiscal

data. Bcth periodic and continuous reports ale required for the
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effective management of center operations and resources.
Internal and external audits of center fiscal activities by a

certified auditing firm or governmental auditing team should insure
Proper receipt, control, and expenditure of funds. Audits determinewhether policies and procedures are being followed and assist theadministrator in assessing the performance of staff responsible for
fiscal activities. Audits should be both continuous and at the endof prescribed time-frames such as fiscal or calendar years.7

Two other subject areas of special import: insurance protection
and bonding. Insurance protection of the community correctionalcenter may not be required by law or regulation, but it is important
that coverage be available to rotect against a wide variety ofpotentially damaging events. comprehensive insurance coverage isessential to preserve the center's assets, to protect the center andits agents from personal or collective liability, and to cover lossesin physical plant and equipment, personal injury to emplo:ees, clients
and others, and property damage. Failure to obtain adequate coverage
may result not only in fiscal penalites, but also in the considerablecosts of claims

adjudication.

A special form of insurance that should be considered is thebonding of all employees involved in the collection, safeguarding,and disbursement of funds. Bonding may be accomplished on an indi-vidual basis, by a positioil schedule, or by the governing authorityacting as its own insurer. Qualification for individual bondingincludes integrity and reliability, characteristics determined duringa character investigation by the bonding agency. Regardless of themethod of bonding, employees involved in the direct control of fundsshould be bonded to protect the community correctional center Fnd thefunds entrusted to it.
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CHAPTER XI

EVALUATION

Interest in the evaluation of criminal justice activities has

intensified during the past half-dozen years, at least partly in

response to state and local initiatives to limit expenditures for

criminal justice and to growing congressional interest in examining

and upgrading the effectiveness of LEAA-funded projects. A series

of high-quality publications concerning evaluation also attest to the

growing concern for some assessment of our criminal justice efforts.1

Indeed, since several recent volumes on evaluation exist, this chapter

is not technical, but rather focuses upon the nature of evaluation,

the requirements for criteria and standards and an adequate data base,

as well as describing general research strategies and methodologies.

It is a chapter directed to the administrator rather than the re-

searcher and is based upon the belief that community correctional

centers will benefit from an increased use of social science procedures

which test both efficiency and effectiveness.

What Is Evaluation?

Evaluation is defined variously as a process, as a product, or

in terms of its purpose.2 If evaluation is viewed as a process, the

focus is on the steps and procedures involved in the design and con-

duct of an evaluation. If evaluation is viewed as a product, atten-

tion is directed toward the findings or judgments that result from

completed evaluations. If evaluation is viewed in terms of purpose,

the end-use of evaluation for planning, policy-setting, or decision-

making becomes the primary concern. Under different circumstances,

each of these definitions appropriately may describe the evaluation

of the community correctional center and its activities.

A major purpose of evaluation is to provide the center adminis-

trator and staff--and often the governing body--with information to

enhance policy-setting, decision-making, and planning. Because options

and alternatives for administrative, organizational, and programmatic

arrangements almost always exist in corrections, evaluation becomes

an important management tool. The expenditure of resources, includ-

ing personnel, time, and dollars, for management information is fully

justified, for the center must hav^ a prvcess for making judgments

about selected people, objects, and events by comparing them with

specified value standards for the purpose of deciding among alterna-

tive courses of action.3

Given the enormous iniestments of energies and resources in

center activities, questions as fundamental and basic as "do they

work" and "how can their be made better" must be asked and answered.

The answers--which should come from evaluations--give center admin-

istrators an increased capacity to plan, to make decisions, and to

set the policies that guide operations.

Evaluation clearly may be used to close the gap between "where"

an organization is ani "where" it wtnts to be by identifying a better
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or the best way to accomplish
organizational goals and objectives.Adams described this purpose of evaluation succinctly as:

...a procedure for ascertaining whether an event, process orsituation (real or conceptualized) is better than another.The procedure may include steps for measuring "how much better"and for explaining the reasons for the difference.4
Although the administrator of a community correctional centeruses the results and products of evaluation, normally he will not betrained as a researcher or evaluator. Indeed, there is no requirement

that the administrator be well versed in specific research methodol-ogies and techniques for evaluation. But there is a need for theadministrator to understand generally the evaluation process and tohave some common, shared understandings with evaluators and researchersabout that process. A number of "models" for evaluation have beendeveloped and for purposes of illustration, not advocacy, we portrayan evaluation process model developed by Reynolds after extensivefield-testing and a series of workshops in "Management-OrientedCorrections Evaluation" for correctional administrators and evalua-tors.5 The model consists of three major phases and eighteen sub-ordinate steps: It is logical,
sequential, and orderly.

Phase I Selecting the Evaluation Topic
1. Identify the evaluation priorities2. Clarify the evaluation subject3. Clarify the objectives of the subject4. Specify th: objective of the evaluation5. Ascertain the feasibility of the evaluation

Phase II

1.

Developing the Evaluation Plan

Select the study design2. Select the evaluation criteria3. Select the evaluation standards4. Develop the analysis planS. Develop the sampling plan6. Develop the data collection plan7. Develop the reporting plan8. Develop the management plan
Phase III Conducting and Managing the Evaluation

1. Make staff assignments for tile evaluation2. Develop the evaluation and management procedures3. Pre-test and revise the evaluation procedures4. Collect and analyze the data and report thefindings
5. Develop strategies for using the evaluation findings

This outline is fully developed by Reynolds (and by others whohave generated similar formats) so that the administrator with some
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limited study should be able to understand the overall process and

sequence that researchers-evaluators normally follow. Again, while

it is not essential that the administrator be able to perform statis-

tical manipulations of data, we restate the necessity for his compre-

hension of the process of evaluation generally and the specific pro-

cess proposed by the researcher-evaluator before the research-evaluation

process is initiated.

Although we encourage the "routinization" of evaluation within

the community correctional center as an aid to decision-makers and

those who set policy, we recognize that the administrator-practitioner

and the evaluator-researcher may not see eye-to-eye on many aspects

of the assessment function. Saleem Shah of the Center for Studies

of Crime and Delinquency of the National Institute of Mental Health

points out that differences stem from a variety of sources: "(1) tra-

ditional orientations that practitioners and program administrators

in the crime and delinquency field are only concerned with fulfilling

their mandate to prevent, treat, and control delinquency and crime as

effectively as possible, while researchers with an evaluation perspec-

tive are only interested in developing and testing highly specialized

research methodologies and contributing to a body of knowledge having

esoteric theoretical import; (2) traditional perspectives that prac-

titioners and program administrators are disinterested in, threatened

by, and resistive to evaluative research and/or theory building in

their area of work, while researchers do not and cannot tolerate

working in a practice setting where exigencies of service overshadow

typical research concerns; and (3) traditional practice of evaluative

research (systematic program assessment) by short-term commitment

and project."6

We acknowledge that administrators and researchers often may be

suspicious of one another, but a certain way to insure a better col-

legiality is to have management and staff participate in research

and evaluation--if not technically, at least by identification of

questions to be addressed, data to be collected, and the format

and style for the presentation of findings. Indeed, the administrator

also should seek suggestions for evaluation and research efforts from

justice and community agencies and the academic community. But re-

gardless of differences which have existed, it is clear that the

community correctional center should expend some resources to assess

the efficiency and effectiveness of center operations. Overall assess-

ment should focus upon the center as a totality, examining facilities

and programs and measuring progress toward stated goals and objec-

tives. More precise reviews of a particular operation, facility, or

program should measure achievement of immediate and specific objec-

tives. Evaluation may serve as the basis for programmed change,

assist the community correctional center in setting and reaching

goals and objectives for the future, and provide some assessments

of current operations.

In sum, and without answering the question "what is evaluation"

precisely, we believe that the administrator of the community corec-

tional center--indeed, any administrator--constantly is in a cycle

of planning-doing-evaluating. As a cycle, the process is continuous

and the separate components merge into one another so as to become
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almost indistinguishable. Evaluation is essential for intuitivejudgments may not hold up under careful scrutiny, nor will theyserve effectively to guide planning and operations. As resourcesbecome increasingly scarce and expensive, agency survival may dependupon how well the center is able to articulate its goals and objec-tives and assess its progress in closing th c! gap between existingand desired states. Evaluation must be on- going whether programs,facilities, and operations are evaluated individually or collec-tively- -and should be "built-in" rather than "tacked-on."
Criteria and Standards

Evaluations generally allow comparisons to be made by the ad-ministrator and/or researcher. Comparisons may be rade in a varietyof ways. For example, it is possible to contrast real conditionswith some perceived ideals or against some published or officialstandards. "Before" versus "after" often is a ba:.J_s for evaluations,with data reported both quantitatively and qualitatively. Perform-ances of individuals involved in programs sometimes are comparedwith those of others not involved in programs, the latter beingchosen either randomly or on a "matched" basis. Actual outcomes maybe contrasted with expected outcomes by analysis of pre-program andin-program ex7eriences in relation to post-program performances.Agency reactions such as parole revocation or arrest also may serveto evaluate performance. Finally, an entire series of comparisonsalong a cost-benefit continuum is possible. The selection of a par-ticular methodology or general approach to evaluation in part may bedependent upon whether the evaluator is administrative- or research-oriented. In general, the "researcher" may opt for a more complexmethodology and greater certainty of results than the "administrator"who frequently is forced to trade certainty for time or otherresources.

If there are to be comparisons, there can be no task more cri-tical than selection of the evaluative criteria and standards.Criteria, generally known to researchers as "variables," are thecharacteristics, properties, or concepts used to make judgmentsabout an evaluation subject. Over the years, many different criteriahave been used in correctional evaluation ranging from personal orsocial adjustment to criminal career costs. Adams identified seven"performance criteria" that are used extensively for correctionsthroughout the United States: arrests, type of offense, time untilarrest, conviction, time in lock-up, costs of correctional treatmentand benefits (cost reductions and earnings augmented). These seven(or other criteria) !singly and in combination may or may not be use-ful in evaluating a particul.ar community correctional center. Itis essential, however, that the administrator, evaluator, and otherswho must use the results of evaluation join together to identifyand select the evaluation criteria. Criteria for evaluation alwaysshould be selected for relevance to decisions that must bemade. Thus, if purpose of an evaluation is to make a choicefrom among several options, the criteria selected should shed lighton the judgments that must be made about each option to arrive atthat final decision. Selection of criteria should be neither arbi-trary nor based upon tradition; rather, selection ought to be basedupon the needs of decision and policy-makers.
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While criteria are the characteristics used to make judgments

about a subject, standards are the levels or ranges of performance

with which actual or proposed performance is compared. There should

be one or more standards for each criterion. Adams? and Reynolds8

have, identified several different types of standards from which to

choose:

Need Compare what is proposed with
what is needed; or compare what
is accomplished with what was
needed.

Demand The demands or expectations of
some target populations are used
as the standard.

Plan The objectives are used for com-
parison--Did the program meet its

objectives?

o Past performance A subject is compared with itself
over time.

Similar subjects One subject (e.g., program) is

compared with another that has

Control groups

Requirements

similar characteristics.

The performance of the group that
receives treatment is compared
with a randomly selected group
that does not.

A subject is compared with estab-
lished regulations, laws, policies,
guidelines, rules.

7rofessional Experts or professionals set
"desirable" levels of performance.

The selection of criteria and standards requires exactness in

definition. Both must be well-articulated, precise, and unequivocal.

Even if there is disagreement about the definition selected, there

must be no confusion about the definition itself. There is no single

authority in the United States with the power to mandate precision

in correctional definitions. As a result, correctional agencies often

use identical words with dissimilar meanings. The term "recidivism,"

for example, commonly used in correctional evaluations as an outcome

measure, is defined in quite different ways in different studies,

leading to confusion about the meaning of evaluation results and
difficulties in their comparison. Again, it is essential that cri-
teria and standards be specified with complete clarity.

Types of Standards and Guidelines

Standards and guidelines adopted by community correctional cen-

ters will vary, but three general types can be distinguished. First
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are those standards prepared by organizations such .as the Commissionon Accreditation for Corrections9 or the guide lines reviewed by theInternational Halfway House Association. Two such standards devel-oped by the Commission on Accreditation for Corrections for adultcommunity residential services, illustrate this type:

"2027 The agency prepares an annual written budget ofanticipated revenues and expenditures which is approvedby the appropriate governing authority. (Essential)

DISCUSSION: Prior to the beginning of the fiscal yearof the agency, a budget of anticipated revenues and ex-penditures must be presented and approved by the govern-ing body. This budget document will be the basis forfiscal operations in the upcoming fiscal year.
2028 The administrative officer of the agency participatesin budget reviews conducted by the governing board or parentgovernmental agency. (Important)

DISCUSSION: Because of the significance of budget reviews,the administrative officer should participate in the process.In private agencies he/she would work directly with thegoverning authority. In public agencies he/she would workwith the designated supervisory level within the parentagency. 10

Each of these standards is explicit, measurable, and devoted toa single subject area. A rationale for each standard is provided,and a "weight" is attached to the standard !)y virtue of the "essential"or "important" categorization.

A second type of standard is that which may be generated frommanuscripts and reports. Harry Allen derived a variety of explicit"compliance guidelines" following review of a draft of this text.Compliance guidelines are geared for use by an administrator or out-side evaluator as a checklist and are arranged in single, measurablesubject areas. Allen recommends a six-point rating scale for eachitem:

0 = guideline does not apply to center

1 = does not meet guideline

2 = progress on guideline compliance has begun

3 = making strong headway in guideline compliance
4 = meets stated guideline

5 = substantially exceeds minimal guideline
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An example of Allen's compliance guidelines derived from a

chapter of this report follows:

Personnel Policy Subject Areas

A. The Center should have written personnel policies which

govern employment practices and procedures
not be limited to:

to include, but

(1) recruitment and hiring policies 0 1 2 3 4 5

(2) promotion 0 1 2 3 4 5

(3) job qualifications and descriptions 0 1 2 3 4 5

(4) affirmative action and equal 0

opportunity provisions

1 2 3 4 5

(5) employee-management relations 0 1 2 3 4 5

(6) inservice training and staff 0

development

1 2 3 4 5

(7) grievance and appeal procedures 0 1 2 3 4 5

(8) employee evaluation 0 1 2 3 4 5

(9) personnel records and disclosure 0

thereof

1 2 3 4 5

(10) salaries, wages, fringe and other 0

benefits

1 2 3 4 5

(11) vacation, leave and sick leave 0

time, hours of work
1 2 3 4 5

(12) disciplinary procedures 0 1 2 3 4 5

(13) retirement, resignation, and 0

termination

1 2 3 4 5

B. The above should be approved by the 0 1 2 3 4 5

governing authority or governing
governmental agency responsible for
the Center.

A third type of standards or guidelines is represented by the

performance-oriented model used by the Magdala Foundation and described

in Chapter IV. Four examples of Magdala performance objectives for

1977 (definitions found in Chapter IV) are:

it Minimum number of individuals to be served during 1977. 400

Percent of all individuals accepted into programs
successfully completing the program.

90%

Maximum amount of hourly wage of all full-time job
constructive day releases.

$2.70

Number of days for residential clients from entrance up to

into program to first constructive day.
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The Magdala performance objectives are precise, tailored tomeet local requirements, measurable in terms of outcome and at theend of a specific time-frame, and may be -reported in specific numbersor percentages (e.g., dollars, days, etc.).

Research Methodologies and Strategies

Any actual or contemplated center operations, activities, fa-cilities and programs that consume resources may be subject to somedegree of assessment, but priorities for evaluation must be set. Thehierarchy or sequence in which programs or other operations will beevaluated should be made explicit and may be based upon a variety ofconsiderations, including resources used, political interests, costsassociated with the evaluation, kinds of outcome measures that maybe generated to facilitate decision-making and policy-setting, andso on.

Following prioritization, center management and evaluation staffshould consider the variety of research methodologies and strategiesthat may be employed to address the evaluation needs of the center.Strategies available have been catalogued in a variety of ways.Adams, for example, identifies and describes six basic approaches:11

Non-experimental evaluations

Quasi experimental studies

Controlled experiments

Cost-analysis and cost-benefit analysis

Operations research and systems analysir,

Simulation

Non-experimental evaluations include a wide variety of researchmethods. The types most commonly used in corrections and criminaljustice are the case study, the survey, the time series, the cohortanalysis, and the before-after study. Such studies can be eitherdescriptive or evaluative. If they focus on presentation of a pic-ture of what exists, they are descriptive. If they also make, com-parisons and indicate preferences that are related to policy formu-lation, they are in part evaluative.

There are several varieties of quasi-experimental studies. Thebest known makes use of participant and comparison groups to measurethe effects of an experience. The comparison group is chosen in away that makes it similar to the treatment group; the choice is notrandom selection. In addition to the similarity of the two groups,the quasi-experiment requires that both have had essentially com-parable experiences except that the treatment group underwent thespecial program that is being evaluated while the comparison groupdid not. Any differences in performance that are later detected bythe measurement process are then interpreted as a possible consequenceof the treatment experience.



The controlled experiment assesses a treatment experience by

measuring differences in response by "treatment" and "control" groups

who come randomly out of a pool of treatment-eligible individuals.

The controlled experiment is perhaps more a researcher's instrument

than an administrator's aid to management. The experiment may be

the preferred evaluation model where there are relatively stable

structures and procedures and where highly complex designs leading

to causal inferences are desired.

Cost analyses trace criminal justice actions or services in-

volved in dealing with specific offender management tasks or pro-

cesses. Each action or service is "costed" by applying business

office or auditing figures to each unit of action and service and

totaling the costs. This may be done for a particular program ex-

perience, by one or more offenders, or for a series of experiences

in several agencies over a period of years. This technique is most

easily applied in conjunction with experimental or quasi-experimental
research designs and with costs and benefits calculated only in the

period of follow-up. It becomes more difficult to apply when projec-

tions of costs and benefits are made and when the comparative costs

and benefits have to be determined by estimation.

Operations research and systems analysis are often regarded as

synonymous, but there are distinctions between them. Operations re-

search focuses on the description and analysis of an ongoing system.

Its purpose is to "optimize" or make the best use of processes,
people, materials, and resources already in existence and at hand.

Systems analysis is concerned with alternative means of achieving

objectives. It uses real and hypothesized assessments of performance,

costs, and risks to aid the administrator in deciding how a system

should be structured and operated. These two strategies provide
global views of a system.

Simulation is a process of creating representations of, and

acting out, the functioning of systems or their subsystems. Its

purpose is to anticipate, evaluate, and improve control over the real

systems that are being simulated. Simulation may be a commonsense

population "model" by connecting several points on a graph, then

"operates" the model by extending the line for two or three years

into the future to show where the population is likely to go. It

may be a logical process, in which agency staff members with a body

of facts and a number of assumptions about the department and about

various environmental factors (laws, crime rates, budgets, etc.)

arrive at conclusions as to what will occur under specific combina-

tions of events. It may be a computerized process when data on the

department, mathematical representations of departmental processes,

and hypothetical statements of future conditions are "run" through

a computer to learn what outcomes will result under alternative

conditions.

Different methodologies and different subjects of evaluation are

associated with different costs in terms of time, dollars, accuracy,

effect on operations, or other factors. The administrator must in-

sure that the strategy selected for evaluation is appropriate from
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a broad cost perspective. Such a determination might well resultin readjustment of the prioritized list of evaluation subject areas.
Data Collection

Data are collected by agencies for a variety of reasons otherthan evaluation requirements; certainly there are administrative,management, and legal needs for data. Regardless of the purpose forwhich data will be used, the administrator and staff and "interestedothers" should jointly develop descriptions of the center's datarequirements. Determination of data needed by the center should notbe left to chance. Given the costs associated with information col-lection, processing, and maintenance, useful but non-essential datashould be excluded from the data plan.

Since data systems are the backbone of research and evaluation,the community correctional center should collaborate with criminaljustice and non-justice agencies in data system development and in-formation collection, exchange, and standardization. Such collabora-tion is particularly important in light of the growing need to sharedata, develop common terminology, and address jointly the complexissues surrounding information and its use in the justice system.12
The need for security and safeguarding data was noted in earlierchapters. Here it should be added that the collection, maintenance,processing, storage, analysis, destruction, release--indeed, anythingto do with data--must comply with state and federal regulations.There exists no other area of greater legal and political sensitivitythan data collection and use.

Summary

The determination of evaluation needs and priorities, the staff-ing and funding of the evaluation effort, and the use of findingsfrom evaluation are the responsibilities of the center administrator.Although the administrator often will not have--and indeed cannot beexpected to have--the technical expertise to activate and manageresearch methodologies and designs, he must be familiar with evalua-tion strategies and the evaluation process. He must insist on thedevelopment of precise and explicit standards and criteria and out-come measures.

A variety of opportunities are available to the administratorand center staff to acquire at least a general understanding of re-search and evaluation issues, problems, and solutions. Study of thetexts referenced in this chapter, attendance at evaluation trainingprograms conducted by Criminal Justice Training Centers establishedat five universitiesI3 and obtaining technical assistance in evalua-tion from these Centers or State Planning Agencies are appropriate.
Evaluation is not an end in itself. Indeed, as a pragmaticmatter, if evaluation cannot be expected to aid the administratorand his staff in making difficult decisions and determining essentialpolicy either now or in the future, it probably is not worth doing.
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Evaluation is necessary for decision-making, policy-setting, and
determining whether the center is meeting its goals and objectives.

If center operations are viewed as a cycle of planning-doing-eval-
uating, then evaluation is an integral part of that critical cycle.
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AFTERWORD

As noted in the Preface to this Program Model text, the term

"community correctional center" is applied to a wide variety of

community-based correctional activities which often have little

more in common than a shared. label. The three models portrayed in

this volume have much in common, as well as much that is dissimilar.

One, therefore, might conclude that a great diversity of types of

community correctional centers is encouraged, but that would be true

only to the extent that the diversity is a response to specific needs

within a community, the criminal justice system, and the client group.

Des Moines and its replications, the Montgomery County Center, and

the private centers described in these pages illustrate a wide range

of options available now which may serve as building blocks for

subsequent development; these centers do not represent limits, but

rather solid foundations upon which a community and its criminal

justice system may wish to build.

Inasmuch as there cannot be a "best" model for a community

correctional center, correctional administrators and those charged

with criminal justice decision-making must make informed choices and

select the best options when planning, implementing, and improving

such centers. In the absence of a "best" model, these administrators

and decision-makers should opt for localization, tailoring, and

adaptation of the basic models to meet local needs, structures, and

processes. This localization-tailoring-adaptation process is one

which may be facilitated by reference to the ten components and

'dimensions of community correctional centers described in the Intro-

duction to Part-1 and illustrated throughout this text. Each of

these components may require decision-makers to choose a correctional

option from among those available.

The selection of an option--the making of a decision--does in-

volve some -risk-taking by the decision-makers. All new ventures

involve some degree of risk, but controls may be exercised and risks

minimized by adoption of a carefully articulated and implemented

planning sequence. Decision-makers must be imaginative, creative,

and daring, and they must consider the total community and organiza-

tional environments in which the community correctional center

functions as they deliberate and select options._ And these decision-

makers must be ever-mindful of the era of reduced resources which

seemingly lies just ahead; disappearing resources mandate focus upon

efficiency and effectiveness considerations.

Those charged with the administration and management of commu-

nity correctional centers will find technical assistance available

from a number of sources including, but not limited to, the American

Correctional Association and other correctional and corrections-

oriented professional organizations, the National Institute of

Corrections, the State Planning Agencies and Regional Planning Units

in each state, the University and College systems in general and

the Technical Assistance Resource Centers in particular at Florida

State University, Northeastern University, the University of
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of Wisconsin at Milwaukee, the University of Southern California,and Washburn University in Topeka. Expertise in diverse subjectareas is available from these and other sources either without orat reasonable cost. The administrator should use technical assis-tance to target upon specific problems being encountered or projected.Requests for such assistance should be specific in terms of the types
of assistance required to address these problems. Technical assis-tance is particularly valuable when it is focused on specific con-cerns, has a problem-solving emphasis, and is seen as enhancingdecision-making.

The authors may have communicated to the reader some of theenthusiasm which exists "in the field" by those connected with well-administered community correctional centers. Enthusiasm is conta-gious, particularly when it is coupled with a general sense of urgencythat "something" needs to be done to corrections to give it an appro-priate locus in the community, protect the citizenry, insure thatrelevant services are matched against client needs, and to be effici-ent and effective in an increasingly resourc -austere environment.But those charged with correctional decision_ must avoid a latentor manifest position that we "should do something, even if it iswrong": such a position is untenable. Perhaps something should bedone, but only after a determination that the "something" is the
best alternative available to optimize public safety, service de-livery, and

cost-effectiveness. A full planning
cycle--from needsassessment through impact assessment--should prove most useful.

Ultimately, of course, the success or failure of community cor-
rectional centers will be determined by one or more evaluations. Cor-
rectional evaluations often have been made without adequate data oranalysis of the data. A caution, then: built-in biases for oragainst community correctional centers in general or a center inparticular must be avoided if a valid assessment is to emerge. Thetext, Neighborhood Justice Centers (1977), suggests that three kindsof data are required for evaluation: data on center development,center processes, and center impact.

Data on center development are particularly appropriate for theenvironments and force fields in which centers operate are indeedcomplex. Systematic data collection may seine not only to helppotential replicators develop successful strategies and avoid pit-falls, but also provide insights into the most appropriate methodol-ogies for mobilizing community and public and private agency resources.Such data on center development serve a technology-transfer function- -
getting the word out, so to speak, about this relatively new innova-tion in corrections. Data on center processes are required so that
the administrator may monitor center achievements and problems.These data may serve as the it,undation for empirical research andevaluation on topical areas as diverse as contracting for servicesthrough benefit-cost analysis. And data on center impact is essen-tial if goals and objectives are to be assessed in terms of thecommunity, the criminal justice system, and the client. Such centerimpact assessments could target upon the standards and goals of the1973 National Advisory Commission or similar publications.
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But data collection is not precisely at the beginning of the

evaluation process. Indeed, data ought be collected only after

basic research and evaluation questions have been framed and it is

determined that particular data can address specific research-assess-

ment-evaluation issues. Issues may be defined narrowly or be of a

theor,:tical nature, but eventually centers must be measured in terms

of the larger questions of who ought to do what to whom, where, and

when, if corrections is to achieve the goals of community protection

and delivery of such services to its client group es are relevant

to law-abiding behavior.
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FOOTNOTES:

NOTE:

The footnotes to this report have been carefully prepared

to help the reader locate reference materials. Each footnote

contains the location, publisher and publishing date of the

source document. In addition, stock numbers are presented for

the referc.7.-.:es published by the U.S. Government Printing Office.

It should '.Aso be helpful to point out that the National

Criminal Jusl",ce Reference Service (NCJRS) is a source for all

National Irstitute of Justice and/or National Institute of Law

Enforcement and Criminal Justice publications. Single copies

of many of the publications cited in this report are available

from NCJRS without charge. They also offer a document loan

service for less available publications.

Superintendent of Documents
U.S. Government Printing Office
Washington, D.C. 20402
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FOOTNOTES

Introduction to Part I

1. National Institute of Law Enforcement and Criminal Justice,U.S. Department of Justice, Contracting for CorrectionalServices in the Community, Vol I Summary Report by G. Kassebaum,P. Nelligan, B. Wayson, M. Sakuri, J. Seldin, D.T. Takeuchiand G. Monkman
(Washington, D.C.: U.S. Government PrintingOffice, Stock Number 027-000-00630-2, 1978).

2. National Institute of Justice, U.S. Department of Justice,Unification of Community Corrections: Program Models, byE. K. Nelson, Jr., Robert C. CushMan, and Nora Harlow(Washington, D.C.: U.S. Government Printing Office, forth-coming, 1980).

3. The Exemplary Projects Program is a systematic method ofidentifying outstanding criminal justice programs through-out the country, verifying their achievements, and publicizingthem widely. The goal: to encourage widespread use ofadvanced criminal justice practices,

Rigorous screening procedures have been established to gleanonly the very best programs--those which warrant adoptionon a broad scale.
Particular emphasis is placed on theextent and sophistication of the project's documentationand evaluation efforts.



FOOTNOTES

Chapter I

1. National Advisory Commission on Criminal Justice Standards

and Goals, Corrections (Washington, D.C.: U.S. Government

Printing Office, Stock Number 0-494-672, 1973) p. 233.
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FOOTNOTES

Chapter II

1. National Institute of Law Enforcement and Criminal Justice,U.S. Department of Justice,
Community-Based Corrections inDes Moines--An Exemplary Project, by David Boorkman, ErnestJ. Fazio, Jr., Noel Day, and David Weinstein

(Washington, D.C.:U.S. Government Printing Office, Stock Number 027-000-00398-2,1976); National Institute of Justice, U.S. Department of Justice,Community Corrections in Des Moines--A Coordinated Approachto the Handling of Adult
Offenders--Handbook--An ExemplaryProject, by the Iowa Fifth Judicial District, Department ofCourt Services, Des Moines

(Washington,.D.C.: U. S. Government
Printing Office, Stock Number 2700-00219, undated); NationalCouncil on Crime and Delinquency, Community-Based Alternativesto Traditional

Corrections: The 1973 8valuation of the FifthJudicial
District-Department of Court Services, by Roger O.Steggerda and Peter S. Venezia, Davis (Calif,: NCCD ResearchCenter, February 1974); Iowa Bureau of Correctional Evaluation,"The Residential

Corrections Facility at Fort Des Moines: ACost-Effectiveness Analysis," by Richard R. Lancaster (DesMoines, Iowa: May 1978); Vogelgesang, Bernie, "Philosophyof the Polk County Department of Court Services," (Des Moines,Iowa: June 1972).

2. Boorkman, et al, Supra Note 1, p.iv.
3. The program descriptions that follow are taken from: Boorkman,

et al, Community-Based Corrections in Des Moines, Supra Note 1.4. The National Institute of Law Enforcement and Criminal Justicecontracted with Urban and Rural Systems Associates (URSA), aSan Francisco consulting firm, to provide technical assistance
to the replication sites, with Florida State University toevaluate the replication process in five of the six target com-munities. A draft of the Florida State evaluation report wasmade available to the authors for study.
A draft summary of the evaluation report was also made availableto the authors.

(The draft Summary Report was finally published
in 1979.) These two draft references are cited throughout thispublication as:

Steven T. Seitz, William M. Rhodes, and Thomas Blomberg,An Evaluation of the LEAA Replication of the Des MoinesCommunity-Based Corrections Program, unpublished draft reportprepared under grant 77-NI-99-0020, National Institute of LawEnforcement and Criminal Justice, Law Enforcement AssistanceAdministration, U.S. Department of Justice, Washington, D.C.,
1978.
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Rice, Robert, Evaluation of the Des Moines Community-

Based Corrections Replication Program: Summary Report, 1978

draft. Note: The final copy was printed in October 1979

and is available through the National Criminal Justice

Reference Service, Box 6000, Rockville, Maryland 20850. See

National Institute of Law Enforcement and Criminal Justice,

U.S. Department of Justice, Evaluation of the Des Moines

Community-Based Corrections Replication Program: Summary

Report, by Robert Rice, (Washington, b.C.: U. S. Government

Printing Office, Stock Number 027-000-00-961 October 1979).

5. The Des Moines program, or at least a planned local variation

of it, developed best in these three sites--Orange County,

St. Louis County, and Clark County. Visits to San Mateo

and Salt Lake Counties and correspondence concerning Baton

Rouge Parish, Louisiana, confirmed that important features

of the program model had either failed to develop there, or

had been discontinued after a trial period.

6. NCCD, Community-Based Alternatives to Traditional Corrections,

Supra Note 1, p. 23,

7. See Chapter 154 Iowa Code--67th General Assembly, 1977 Session-

Senate File 212. In addition to this legislation, the State of

Iowa has an accrediatation process. State standards outline the

responsibilities and duties of persons providing services in the

judicial districts. Once a judicial district departGlnt is in

compliance with all provisions of these standards (bee State

of Iowa, Department of Social Services, Bureau of Community

Corrections Services, "Responsibilities" 4/77), the program

is certified by the State and administrative authority is

transferred from the Bureau to the Judicial District Board

of Directors by executive order.

8. Vogelgesang, Supra Note 1. p. 28.

9. NCCD, Supra Note 1.

10. Vogelgesang, Supra Note 1, p. 32.

11. Chapter 154 Iowa Code, 67th General Assembly, 1977 Session

(also known as Senate File 212).

12. National Institute of Justice, U.S. Department of Justice,

Promising Strategies in Probation and Parole, by E. K. Nelson, Jr.,

Howard Ohmart, and Nora Harlow (Washington, D.C.: U.S. Government

Printing Office, Stock Number 027-000-00706-6, 1978).

13. NCCD, Supra Note 1, p. 54.
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14. Program costs were calculated on both a cost-per-day andcost-per-term basis for programs operated by the Departmentof Court Services, the Polk County jail, and the Bureau ofAdult Correction Services, Costs for central administrationwere allocated
proportionately across the programs operatedby both the Department of Court Services and the Bureau ofAdult Correction Services,

15. Boorkman, Supra Note 1, p. 12.
16. Id., p. 13.

17. Ibid.

18. Ibid.

19. Iowa Bureau of Correctional Evaluation, op. cit. Supra Note 1,
p. 1.

20. Seitz, et al Supra, Note 4. The-DirectOr of the Office ofCourt Alternafi reports that, as of December 1978, approx-imately 35,000 cases are being processed annually.
21. Rice, Supra Note 4.

22. Interview with Major Shoultz, Sheriff's Department.
23. Joseph L. Powell, "Court Alternative Programs," (OrangeCounty, Florida, Office of Court Alternatives, undated) p. 4.24. Id., p. 3.

25. Id., p. 6.

26. Id., p. 2.

27. Ibid.

28. Id., p. 4.

29. Joseph L. Powell, Orange County Office of Court Alternatives,(Orange County, Fla.: Office of Court Alternatives,September 1977).

30. Seitz et al, Supra Note 4, p. 7.
31. Id., p. 8.

32. As provided for under Minnesota Statutes 641.26 through641.266, the Regional Jail Act.
33. Northeast Regional Corrections Center: Program Description,(Saginaw, Minn.: February 1977) p,5.
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34. Seitz et al, Supra Note 4, p, 12,

35. Rice, Supra Note 4, Chapter 3, p, 9,

36. Id p. 16.

37. Supra Note 33, p. 4.

38. Minnesota Statutes 401.1 401,16, The Community Corrections

Act of 1974.

39. Rice, Supra Note 4, p. 7. Originally, St, Louis County

received $250,000 to replicate the Des Moines program in

the south county area. The local Regional Criminal Justice

planning unit provided another $123,000 to extend the

replication throughout the four county 6th judicial

district.

40. Boorkman, Supra Note 1, pp. 73-74,

41. Program descriptions are drawn from: Health and Welfare

Planning Council, Community-Based Corrections Evaluation,

1977, (Vancouver, Wash.: 1977).

42. Ibid.

43. Rice, Supra Note 4, Chapter I, p. 23.

44. This evolution and alternative outcomes are described in a

forthcoming National Institute of Justice Program Models

document on the consolidation of local corrections. See

National Institute of Justice, U.S. Department of Justice,

Unification of Community Corrections: Program Models by

E.K. Nelson, Jr., Howard Ohmart and Nora Harlow (Washington,

D.C.: U.S. Government Printing Office, forthcoming 1980).

45 Iowa Bureau of Correctional Evaluation, Supra Note 1, p. 5.

46. Rice, Supra Note 4, p. 12.

47. Id., p. 23.
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FOOTNOTES

Chapter III

1. National Institute of Law Enforcement and Criminal Justice,U. S. Department of Justice,' Halfway Houses, by Harry E.Allen, Eric W. Carlson, Evelyn C. Parks, and Richard P.Seiter, (Washington, D.C.: U,S, Government Printing Office,Stock Number
027-000-00702-3, 1978).

2. Law Enforcement Assistance Administration, U,S. Departmentof Justice, Work Release: A Directory of Programs andPersonnel (Washington, D.C.: U.S. Government Printing Office,Stock Number 2700-00205, 1972).
3. LEAA, 2R. cit. Supra Note 1, p. 3.
4. Id., p. 1.

5. Abt Associates, Exemplary Project Screening and ValidationReport: Montgomery Work
Release/Pre-Release Program,(Cambridge,

Mass.: July 1977; National Institute of Law Enforcement andCriminal Justice, U.S. Department of Justice, Montgomery CountyWork Release/Pre-Release Program--An Exemplary Project, byRobert Rosenblum and Debra Whitcomb, (Washington, D.C.: U.S.Government Printing Office, Stock Number 027-000-00673-6, 1978)and Kent Mason, "Summary: Montgomery County Pre-ReleaseCenter" (Rockville, MD: Montgomery County Pre-Release Center,mimeo July 1978).

6. Programs may be proposed for consideration of exemplary statusby the operating agency, local government or criminal justiceplanning units, State Planning Agency, or LEAA office, Thosepresenting the most objective evidence of success in termsof each of the selection criteria are examined to verify their(1) overall effectiveness in reducing crime or improvingcriminal justice; (2) adaptability to other jurisdictions;(3) evidence of achievement; and (4)
cost-effectiveness.

For a summary of the 32 Exemplary Projects see NationalInstitute of Law Enforcement and Criminal Justice, U.S.Department of Justice, Exemplary Projects: A Program of theNational Institute of Law Enforcement and Criminal Justice,available from the National Criminal Justice ReferenceServices, Box 6000, Rockville, Maryland, 20850 (undated).7. National Institute of Law Enforcement and Criminal Justice,R. cit. Supra Note 5, Chapter III and Appendices.
8. Abt Associates, op, cit. Supra Note 5, p, 1.
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9. National Institute
op. cit. Supra

of Law Enforcement
Note 5, Appendix K.

and Criminal Justice,

10. Id., p. 12.

11. id., p. 17.

12. Id., p. 18.

13. Id., p. 21.

14. Id., P. 104.

15. Id., p. 44.

16. Id., p. 25.

17. Id., p. 26.

18. Id., p. 25.

19. Id., p. 73.

20. Id., p. 74.

21. Ibid.

22. Id., p. 80.

23. Id., p. 6.

24. Id., p. 65.

25. Abt Associates reports: "According to the Project Director

these costs compare favorably to state correctional facilities.

Although the Maryland House of Corrections incurs approximately
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Chapter VI
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19. For details, see: National Institute of Law Enforcement andCriminal Justice, U.S. Department of Justice, Contractingfor Correctional Services in the Community, Summary, Vol, Iby Gene Kassebaum et al (Washington, D.C,: U,S. GbvernmentPrinting Office, Stock Number 027,,000-00630-2, May 1978);and National Institute of Law Enforcement and CriminalJustice, Supra Note 17, p. 16.

20. The need for center-university collaboration is brought outby the Seiter et al, review of some fifty evaluations ofhalfway house programs and the survey of more than onehundred fifty programs, Deficiencies in most evaluationswere found because goals were vague and measurement imprecise.Closer collaboration between centers and the academiccommunity might have minimized such problems. See: NationalInstitute of Law Enforcement and Criminal Justice, U.S.Department of Justice, Halfwa Houses National EvaluationProgram, Phase I Summary Report by E. , Carlson, H. owman,J. J. Granfield, N. J. Beran and H. E. Allen (Washington,D.C.: U.S, Government Printing Office, Stock Number 027-000-00468-71977).

21. National Institute of Law Enforcement and Criminal Justice,op cit, Supra Note 17, p. 16.

22. Kenneth F. Schoen, "PORT: A New Concept of Community Correc-tions," Federal Probation, Vol, 36, No. 3 (1973) pp. 35-40.
23. National Institute of Law Enforcement and Criminal Justice,U.S. Department of Justice, Evaluation of the Des MoinesCommunity-Based Corrections Replication Program: SummaryReport, by Robert Rice (Washington, D.C.: U.S. GovernmentPrinting Office, Stock Number 027-000-007-961, October 1979).A forthcoming publication concerning the unification andconsolidation of community correctional programs also high-lights many of the factors which facilitate cooperation anddiscusses some pitfalls to be avoided. See National Instituteof Justice, U.S. Department of Justice, Unification ofCommunity Corrections: Program Models by E. K. Nelson, Jr.,Robert C. Cushman and Nora Harlow (Washington, D.C.: U,S.Government Printing Office, forthcoming, 1980).
24. A discussion of this evolution and its parallels in themanagement of correctional institutions may be found in ElmerK. Nelson and Catherine H. Lovell. Developing CorrectionalAdministrators. (Washington, D,C.: Joint Commission onCorrectional Manpower and Training, 1969) pp. 1-12; see also:Donald Wren, The Evolution of Management Thought. (New York:Ronald Press Company, 1972).

25. Frederick W. Taylor. Principles of Scientific Management.(New York: Harper and Row, 19-11)
.
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26. Fritz J. Roetliiesberger and William Dickson, Management

and the Worker (Cambridge, Mass,: Harvard University Press,

1939). An opposing model of motivation has been developed

which holds that performance creates satisfaction, not vice

versa as human relations proponents had contended. This model

is outlined in Victor Vroom, Motivation and Morale (New York:

John Wiley, 1964),

27. For a discussion of recent theories, see; Daniel Katz and

Robert Kahn, The Social Psychology of Organizations (New York:

John Wiley, 1958); James G, March (ed.), Handbook of Organizations

(Chicago: Rand McNally, 1958); Douglas McGregor, The Human

Side of Enterprise (New York: McGraw-Hill, 1960); Resis

Likert, New Patterns of Management (New York: McGraw-Hill,
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and Process (Chicago: St. Clair Press, 1976); and Fremont Kast

and James Rosenzweig, Organizations and Management (New York:

McGraw-Hill, 1974).
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Harvard University Press, 1938); Philip Selznick, Leadershi

in Administration (White Plains, N.Y.: Row Peterson, 1

pp. 1-28; and, James D. Thompson, Organizations in Action

(New York: McGraw-Hill, 1967) pp. 144-158,

30. Alan R. Coffey, Correctional Administration (Englewood Cliffs,

N.J.: Prentice-Hall, 1975) pp. 164-183,

31. An expanded discussion of these perspectives may be found in:

Harold Koontz and Cyril O'Donnell, Principles of Mana ement,

5th ed. (New York: McGraw-Hill, 1972), pp. 46-65; Henry C.

Metcalf and Lyndall Urwick (eds.), Dynamic Administration: The

Collected Papers of Mary Parker Follett (New York: Harper

Row, 1941); Henri Fayol, General and Industrial Administration

(London: Sir Isacc Pitman and son, 1949), pp. 43-110, and Luther

Gulick and Lyndall Urwick (eds.), Papers on the Science of

Administration (New York: Institute of Public Administration,

1937), pp. 3-45.

32. The organizing process may be simplified by the use of activities,

decisional, or relational analyses. A discussion of these ana-

lytical techniques may be found in Peter Drucker, The Principles

of Management (New York: Harper and Row, 1954), pp. 194-201.

33. Program components in Des Moines report to the director of the

Department of Community Corrections (in turn, the director is

accountable to the county board of supervisors, by whom he was

hired.) His ability to supervise and coordinate diverse but

related activities contributed significantly to the e)u.mplary

quality of that project,



Some of the difficulties of the Salt Lake replication projectcan be traced to the dispersal of accountability. The replica-tion effort in Orlando, Florida, also provides a good exampleof the problems that may be encountered, See: Rob Wilson,"Replicating LEAA's First Exemplary Program: Plaudits inDes Moines, but Problems in Salt Lake," Corrections Magazine,Vol. 2, No. 5 (September, 1976), pp. 13-14, 16-24; and NationalInstitute of Justice, Supra Note 23.
34. On this subject see Edward C. Schleh, Mana ement by Results(New York: McGraw-Hill, 1961); and Peter Drucker, Managingfor Results (New York: Harper and Row, 1964),
35. A large body of research pertaining to the dynamics of smallgroups has provided useful insights regarding the span of manage-ment concept. This research is well summarized by R, J. Houseand J. B. Miner, "Merging Management and Behavioral Theory: TheInteraction Between Span of Control and Group Size," AdministrativeScience Quarterly, Vol. 14, No. 13 (September, 1969), pp. 451-464
36. Experience has shown that written documentation is an importantprinciple of management. See: Koontz and O'Donnell, Principlesof Management, 5th ed. (New York: McGraw-Hill, 1972), pp. 46-65.A practical example may be found in PORT "Corrections CenterOperating Manual," (Rochester, Minn: PORT project, revisededition, September, 1976).

37. See, for example, Thomas J. Mangogna, Magdala Foundation AnnualReport (St. Louis, MO: Magdala Foundation, 1977).
38. See, for example, John M. McCartt, Talbert House: Ten Years ofCommunity Services (Cincinnati, Ohio: Talbert House, Inc., 1977).
39. Talbert House has a newsletter, as does the Mahoning CountyTreatment Program, whose newsletter, Alternatives, is producedas part of a work program.

40. See: Dorwin Cartwright and Alvin Zander (eds.), Group Dynamics:Research and Theory, 3rd ed. (Evanston, III. Row, Peterson, 1968),especially the articles on pp. 318-350; and G. Swanson, T. Newcomb,& E. Hartley (eds.), Readings in Social Psychology (New York:Henry Holt, 1952), pp. 459-473.
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FOOTNOTES

Chapter VII

1. These concepts are fully discussed in Chester A. Barnard,

The Functions of the Executive, (Cambridge, Mass.: Harvard

University Press, 1938); George C. Homan, Social Behavior:

Its Elementary Forms, (New York: Harcourt 'Brace & World,

1961); and Harold Koontz and Cyril O'Donnel, Principles of

Management, 5th Edition, (New York: McGraw Hill, r972),

pp. 417-436, 499-523, 582-606.

2. A number of excellent ideas and examples are contained in

Winston Crouch, Local Government Personnel Administration,

(Washington, D.C.: International City Management Association,

1976).

3. Detailed discussion of this topic may be found in David

Rosenbloom, Federal Service and the Constitution: The Development

of the Public Employment Relationship (Ithaca, Cornell University

Press, 19T1) and Charles H. Levine (ed,); Managing Human Resources:

A Challenge to Urban Governments (Beverly Hills, Calif.:

Sage Publications, 1977), pp. 57-82.

4. Guidelines for the maintenance of personnel records are found

in the Federal Privacy Act of 1974,

S. A discussion of typical provisions found in collective bargaining

agreements is contained in Joann E. Morton (ed,), Readings in

Public Employee/Management Relations for Correctional Administrators,

(Athens, Ga.: University of Georgia, 1973),

6. Although institutionally oriented, a useful comprehensive review

of correctional unionism has been prepared by the American

Justice Institute. See: John Wynne, 'Prison Employee Unionism:

The Impact on Correctional Administration and' Programs, (Sacramento,

California: American Justice Institute, February 1977); and,

M. Robert Montilla, Prison Em lo ee Unionism: A Mana:ement Guide

for Corrections Administrators, acramento, a i ornia: merican

Justice Institute, February 1977),

7. A discussion of staffing levels may be found in: National

Institute of Law Enforcement and Criminal Justice, U.S. Department

of Justice, Communit -Based Corrections in Des Moines--An

Exemplary Project, by avi oor man, rnest J, FaZio,

Noel 'Day, and David Weinstein (Washington, D.C.: U.S. Government

Printing Office, Stock Number 027-000-00398-2, 1976) pp. 15-48;

Ann Parker et al, So You Want to Start a Community Corrections

Project, (Washington, D.C.: National Council on Crime and
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Delinquency, 1974): Harold Bradley et al, The Non-Prison,(Sacramento, Calif.: Institute for the Study of Crime andDelinquency, 1970), pp. 60-68; U,S. General AccountingOffice, Federal Guidance Needed If Halfway Houses are to bea Viabile Alternative to Prison, (Washington, D.C.: GeneralAccounting Office, 19-75), pp. 42-47,
8. During the early years of community correctional centeroperations, the recruitment of qualified administrators andsenior staff often was difficult and nationwide searches werenot uncommon. The Rochester PORT program, for example,recruited an individual from Florida to be its first director;the first Salt Lake administrator was from California.
9. A complete discussion of this recent emphasis is found in FelixA. Nigro and Lloyd G. Nigro, The New Public Personnel Administra-tion, (Itasca, Ill.: F. E. Peacock, 1976), pp. 165-189.
10. 401 U.S. 424 (1971).

11. Public Law 92-261. 92nd Congress, HR 1746, March 24, 1972.
12. A useful reference aid in this regard is: Office of CriminalJustice Assistance, U.S. Department of Justice Guidelines andStandards for the Use of Volunteers in Corrections Programs,by Ivan a. Scheier and M. L. Cox CWashington, D.C.:Government Printing Office, Stock Number 027-000-00630-2, 1978).
13. Some helpful suggestions are found in Ira Schwartz, "Volunteersand Professionals: A Team in the Correctional Process," FederalProbation XXXV, No. 3 (September 1971), pp, 49-50; JamesJorgensen and Ivan Scheier, Volunteer Training for Courts andCorrections, (Metuchen, N.J.: Scarecrow Press, 1973); PeterGurfein and Trisha Streff, Liability in Correctional VolunteerPro rams, (Washington, D,C.: American Bar Association, 1975);ali ornia Department of the Youth Authority, Model VolunteerProject Information Series, (Sacramento, Calif,: CaliforniaDepartment of the Youth Authority, 1974).
14. See: Joint Commission on Correctional Manpower and Training,Offenders As a Correctional Manpower Resource, (Washington, D.C.:Joint Commission, 1968),

15. Boorkman et al, Supra Note 7.

16. Joint Commission on Correctional Manpower and Training Act,A Time to Act, (Washington, D.C.: Joint Commission, 1969), p. 30.
17. Law Enforcement Assistance Administration, U,S. Department ofJustice, Evaluation of the Alvis House Case Aide TrainingPro ram, by R. P. Seiter, and C.E. SiMonsen (Columbus, Ohio:lio State University, Program for the Study of Crime andDelinquency, 1974),
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18. John M, Trojonwicz and Robert C, Trojonowicz? "The Role of

a College Education In Decision-Making," Public Personnel

Review, Vol. XXXIII, No, 1 (January 1972), p, 29,

19. For a contemporary assessment of this technology see Chester

A. Newland (ed.), MBO and Productivity Bargaining in the Public

Sector, (Chicago: International Personnel Management

Association, 1974); and Harry Levinson, "Management By Whose

Objectives?", Harvard Business Review, Vol, 42, No. 4 (July/

August, 1970), pp, 125-134.

20. For an early discussion of the use of management-by-objectives

in performance appraisal see Douglas McGregor, "An Uneasy

Look at Performance Apprai;a1," Harvard Business Review,

Vol. 35, No, 3 (May/June, 1957), pp, 89-94; and Peter F,

Drucker, The Practice of Management, (New York: Harper

and Row, 1954).

21. An innovative "sensitivity training" program has been tried

in the state of Washington. In an effort to sharpen staff

awareness of the conditions that tend to produce deviance,

staff members were exposed to those conditions and asked to

keep records of their experiences and feelings, This experimental

training effort is reported in W, T. Adams, Community Resources

Training Center for Corrections, (Seattle, Washington:

Washington, Department of Soci'al and Health Services, 1970).

22. For a discussion of a management education program see: E. E.

Miller and M. R. Montilla, Corrections in the Community-

Success Models in Correctional Reform (Reston, Va.; Reston

Publishing Co., 1977),



FOOTNOTES

Chapter VIII

1. See National Institute of Justice, U.S, Department of Justice,Unification or Community Corrections: Program Models,(Washington, D.C.: U.S. Government Printing Office, forthcoming,1980) .

2. In the case of the Salt Lake City replication project, thegrant writers were less than candid regarding the project'srole and excessively optimistic regarding the number of clientsto be served. This created subsequent embarrassing problemsfor the center, See: Steven T. Seitz, William M. Rhodes,and Thomas Blomberg, An Evaluation of the LEAA Replicationof the Des Moines Community-Based Corrections Re licationProgram, unpu lis e ra t report prepare un er grant TT-NI-99-0020,
National Institute of Law Enforcement and Criminal Justice, LawEnforcement Assistance Administration, U.S. Department ofJustice, Washington, D.C., 1978),

3. Opportunities for contracting with private organizations forservice delivery are described in: National 1,istitute ofJustice, U.S. Department of Justice, Contracting for CorrectionalServices in the Community, Vol. I and II, by Gene Kassebaum,et al (Washington, D.C.: U.S. Government Printing Office,Stock Number 027-000-00630-2, May 1978).
4.

Dodge-Filmore-Olmsted Counties Community Corrections AdvisoryBoard, "An Evaluation of the Advisory Board and Its Subcommittees(mimeo); or Dodge-Filmore-Olmsted
Counties Community CorrectionsAdvisory Board, "Court Services Program, Clients Survey,"(mimeo). (Rochester, Minn,:

Dodge-Filmore-Olmsted CommunityCorrections, 1978).

S. Vancouver, Washington, Health and Welfare Planning Council,"Community-Based Corrections Evaluation: 1977," (Vancouver,Washington: Health & Welfare Planning Council, 1978).
6. For an example of suitability criteria, see: PORT of OlmstedCounty, "The Corrections Center Policy Manual," (Rochester,Minn: PORT revised September 1976) pp. 1-2,
7. Perhaps the most widely known experimental program which matchedoffenders with treatment mode was the California Youth Authority,Communit Treatment Protect Research Reports, (Sacramento,a i

critica assessment of this program isprovided in Paul Lerman, Community Treatment and Social Control,(Chicago: University of Chicago Press, 197S),
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8. For specialized program suggestions see National Institute

of Law Enforcement and Criminal Justice; U,S, Department

of Justice Mentally Retarded Offender and Corrections, by

Miles Santamour and Bernadette West (Washington, D,C,: U.S.

Government Printing Office, Stock Number 027-000-00528-4, 1977)

and, Office of Criminal Justice Planning, Guide to Correctional

Planning in California, (Sacramento, Office of

Crminal Justice Planning, 1975),

9. See: National Institute of Law Enforcement and Criminal

Justice, U.S. Department of Justice, Communit -Based Corrections

in Des Moines--An Exemplary Project, by avi oor man, rnest

Fazio Jr., Noel Day and David Weinstein (Washington, D.C.:

U.S. Government Printing Office, Stock Number 027-000-00398-2,

1976) pp. 39.40; Anne Newton "Alternatives to Prison,"

Crime & Delinquency Literature, Vol. 8, (March, 1976), pp. 109-125;

and Anne Newton, "Aid to the Victim," Crime & Delinquency Literature,

Vol. 8, (September, 1976), pp. 368-390,

10. Law Enforcement Assistance Administration, U.S. Department of

Justice, Management by Objectives: A Correctional Perspective

by Mark McConkie (Washington, D.C.: U,S, Government Printing

Office, Stock Number 027-000-00352-4, 19'75) ,

11. The "supervision" guidelines that follow reflect these general

perspectives. For more detail see: American Correctional

Association, Manual of Standards for Adult Probation and Parole

Field Service. (Washington, D.C American Correctional

Association, 1977),

12. For details see: PORT Handbook: A Manual for Effective

Community Action with the Criminal Offender (Rochester, Minn,:

PORT of Olmsted County, 1972); and KennethSchoen, "PORT" A

New Concept of Community-Based Corrections," Federal Probation,

Vol. 36, 1973) pp. 35-40.

13. Boorkman et al, Supra Note 9.

14. Ibid.

15. The precise nature of the disruptive client's involvement in

the center will determine the procedures for such removal,

The method of removal thus will depend upon the legal status

of the client (e.g., whether he is a pre -trial releasee, a

probationer, or a parolee).



FOOTNOTES

Chapter IX

1. For greater detail, the reader is urged to review suchpublications as the Standards of the Commission onAccreditation for Correction's. Few comments in this volumeaddress the broad area of resident
accommodations (storage,floor space, showers, wash basins, etc.) whereas the Standardsprovide explicit guidance (such as 60 square feet per residentin the sleeping area). Reference to the Standards early inplanning for establishment or modification of communitycorrectional facilities and programs is encouraged, Earlyplanning also should consider accreditation specifically. .

See: American Correctional Association, Manual of Standardsfor Adult Community Residential Services. 1Colfege Park, Md.:American Correctional Association, 1977),
2. An illustration of the concept of fitting the communityenvironment can be found in Anson, Grove, Haack, & Associates,Community-Based Correctional Center Programs, 2 vols (Fort.Lauderdale, Fla.: Anson, Grove, Haack, & Associates, 1970),
3. National Institute of Law Enforcement and Criminal Justice,U.S. Department of Justice, Community-Based Corrections inDes Moines--An Exemplary Project, by David Boorkman, ErnestJ. Fazio, Jr., Noel Day, and David Weinstein, (Washington, D.C.:U.S. Government Printing Office, Stock Number 027 000 - 00393 -2,1976) p. 32.

4. For guidance on choosing the type and location of the physicalfacility plus program design ideas see: Law EnforcementAssistance Administration, Technical Assistance Division,U.S. Department of Justice, Guidelines and Standards forHalfway Houses and Community Treatment Centers, by John M.McCartt, and Thomas J. Mangogna (Washington, D.C.: U,S.Government Printing Office, Stock Number 027-000-00187-4,1973) and Harold Bradley et al, The Non Prison. (Sacramento:Institute for the Study of Crime and Delinquency, 1970).



FOOTNOTES

Chapter X

1. See Wallace Mandell, "Making Corrections a Community Agency,"

Crime DiJinquency, Vol. 17, No. 3 July 1971).

2. Public and private social agencies, particularly in a period

of increasingly scarce fiscal resources, often are forced to

compete with one another for funding. The shortage of funds

and other resources may make the goal of crime reduction a

tempting one for groups and organizations to adopt temporarily.

See: Dale Hardman, "Corrections and the Community." Federal

Probation, Vol. 34, No. 1 (March 1970), pp. 20-24.

3. One of the best examples of this effort is found in The Manual

for Effective Community Action with the Criminal Offender.

(Rochester, Minn.: PORT of Olmsted County, 1972).

4. National Institute of Law Enforcement and Criminal Justice,

U.S. Department of Justice, Evaluation of the Des Moines

Community-Based Corrections Replication Program: Summary

Report, by Robert Rice (Washington, D.C.: U.S. Government

Printing Office, Stock Number 027-000-007-961, October 1979).

5. For example see the Comprehensive Plan (Rochester, Minn.:

Dodge, Filmore, Olmsted Community Correctional System, 1978).

6. National Institute of Law Enforcement and Criminal Justice,

Supra Note 6, p. 47.

7. For additional information on budgeting, see: Robert Lee and

Ronald Johnson, Public Budgeting Systems (Baltimore, Md.:

University Park Press, 1973).
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FOOTNOTES

Charter XI

1. National Institute of Mental Health, U.S. Department ofHealth, Education and Welfare, Routinizing Evaluation-GettingFeedback on Effectiveness of Crime and Delinquency Programs,by Daniel Glaser (Washington, D.C.: U.S. Government PrintingOffice, Stock Number 1724-00319, 1973); National Institute ofLaw Enforcement and Criminal Justice, U.S. Department ofJustice, Techniques for Project Evaluation-A Selected Biblio-graphy, by Guy D. Boston (-Rockville, Maryland: National Crim-inal Justice Reference Service, 1977); Jack Reynolds, Manage-ment-Oriented Corrections Evaluation Guidelines (Washington,D.C.: Center for Human Services, 1976); National Instituteof Law Enforcement and Criminal Justice, U.S. Department ofJustice, Evaluation Research in Corrections--A Practical Guideby Stuart Adams (Washington, D.C.: U.S. Government PrintingOffice, Stock Number 2700-00270, 1974); National Institute ofLaw Enforcement and Criminal Justice, U.S. Department of Jus-tice, Intensive Evaluation for Criminal Justice PlanningAgencies, by Donald R. Weidman, John D. Waller, Donna MacNeil,Francine L. Tolson, and Joseph S. Wholey (Washington, D.C.:U.S. Government Printing Office, Stock Number 027-000-00348-6,July 1975); National Institute of Law Enforcement and CriminalJustice, U.S. Department of Justice, Monitoring for CriminalJustice Agencies, by John D. Waller, Donna MacNeil, John W.Scanlon, Francine L. Tolson, and Joseph S. Wholey (Washington,D.C.: U.S. Government Printing Office, Stock Number 027 -000-00300-1, March 1975).

2. Reynolds, Supra Note 1, p.3.
3. Reynolds, Supra Note 1, p. 4.
4. .Adams, Supra Note 1, p. 43.
5. Reynolds, Supra Note 1, pp. 61-64.
6. Glaser, Supra Note 1, p.

7. Reynolds, id., p. 30.

8. Adams, Supra Note 1, pp. 46-48.
9. See, for example: Commission on Accreditation for Corrections,Manual of Standards for Adult Community Residential Services(Rockville, Md.: Commission on Accreditation for Corrections,1977); and John M. McCartt and Thomas J. Mangogna, Guidelinesand Standards for Halfway Houses and Community Treatment Centers,U.S. Department of Justice, Law Enforcement

Assistance Adminis-tration, Technical Assistance Division, 1973.
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10. Commission on Accreditation for Corrections, Supra Note 9, p. 6.

11. Adams, Supra Note 1, pp. 53-97.

12. For a discussion of systems analysis and information needs in

the field of criminal justice, see: Malcolm Klein, Solomon

Kobrin, Alexander McEachern, and Herbert Sigurdson, "System

Rates: An Approach to Comprehensive Criminal Justice Planning,"

Crime and Delin uenc , Vol. 17, No. 4 (October 1971), pp. 355-

3 ; an Ro ert M. Carter, Cameron Dightman, and Malcolm Klein,

"The System Approach to Description and Evaluation of Criminal

Justice Systems: An Illustration," Criminology, Vol. 2, No. 4

(February 1974), pp. 462-482.

13. Information on evaluation and other training programs may be

obtained by writing the Criminal Justice Training Center at

one of the following Universities: Florida State University,

Northeastern University, University of Southern California,

University of Wisconsin at Milwaukee, or Washburn University.
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ANNOTATED BIBLIOGRAPHY

American Bar Association, Community Programs for Women Offenders-

Costs and Economic Considerations (Washington, D.C.: American

Bar Association, 1975).

Comparative cost information is provided for halfway houses,

incarceration, vocational training, and education. Alternatives

for incarcerated women, such as presentence screening and ex-

panded community-based corrections, are compared. Incarceration

is found to be less effective than community programs in providing

job training. The study concludes that vocational training and

education combined with guaranteed placement is a preferred

alternative. The survey was based upon data from the District of

Columbia female offender population and correctional programs.

American Correctional Association, Manual of Standards for Adult

Community Residential Services (College Park, Md.: American

Correctional Association, 1977).

This manual presents 195 standards dealing with such topics as

administration, fiscal management, personnel, facility, intake,

program, food and medical services, volunteer involvement, out-

client services, records, communication, and evaluation. Addi-

tional standards for pre-rel,mse centers are provided. Each

standard is followed by a brief discussion and is designated as

either essential or important.

Much of the content draws upon the experience of the International

Halfway House Association. The community residential program

referred to in the work is a relatively open facility located in

a local neighborhood and utilizing community resources to provide

most services to offenders. The central goal of such a center

is to provide offenders with numerous opportunities to interact

with community persons and organizations. Use of community re-

sources, offender involvement in community activities, and

community involvement with offenders are advocated.

Pre-release cen-,_ 7S are facilities reserved exclusively for in-

mates nearing thL end of institutional confinement. Halfway

houses provide services to a wider range of clients. Most are

operated under non-governmental auspices with more flexible

rules and regulations than pre-release centers.

American Correctional Association, Manual of Standards for Adult

Probation and Parole Field Services (College Park, Md.: American

Correctional Association, 1977).

This manual lists 208 standards covering such topics as adminis-

tration, organization, and management, personnel, fiscal management,

case records, management information systems, research, planning

and coordination, supervision, and presentence investigations and

reports. Each standard is accompanied by a brief discussion and

is designated as either essential or important.
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The standards focus upon service delivery systems rather than
where or how the activity should be located in the governmental
structure. The intent is to provide practical objectives andguidelines for probation and parole professionals. Althoughprobation and parole are both concerned with supervision ofthe offender in the community, legitimate differences between
the two are considered in the standards.

Bakal, Yitzhak (ed.), Closing Correctional Institutions: New Strate-gies for Youth Services (Lexington, Mass.: Lexington Book, 1973).
The papers presented in this collection review and discuss thearguments against

institutionalization and the concepts of andrationales for alternatives. The process of creating community-based services is discussed and case studies are provided withan emphasis on the unique situation in Massachusetts.
Beha, Jr., Carlson, K, and Rosenblum, R.H., Sentencing to CommunityServices (Washington, D.C.: National Institute of Law Enforce-ment and Criminal Justice, 1977).

This document outlines several types of community
service alter-natives and discusses the potential problems of each. Separatechapters are devoted to the legal authority for the communityservice sentence, planning and administrative issues, theoryassociated with alternative sentencing, and the methods of pro-gram evaluation. The extent to which this sentencing alternativeis used and its impact on the judicial system are unknown. Pro-ponents of this alternative contend that a fine and/or a jailterm are not always in the best interest of the misdemeanantoffender or the community.

Boesen, Povl and Grupp, Stanley (eds.), Community-Based Corrections:Theory, Practice and Research (Santa Cruz, Ca.: DavisPublishing Co. 1976).

Twenty-three essays from government publications and professionaljournals have been grouped into the three categories of theory,practice,, and research. The articles were selected to raisekey issues in this field of corrections and to provide a samp-ling of successful programs.

Commentary introducing the collection calls attention to the,-parallel trends in corrections and mental health or the careof dependent children. Community-bast:d corrections has expandedwell beyond the traditional bouLdaries of probation and parole,but the underlying philosophy of this expanded effort remainsunclear and programmatic evaluations do not convincingly supportthe claims made on behalf of the community-based movement.
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Bradley, Harold et al., The Non-Prison: A New Approach to Treating

Youthful Orrefiaers (Sacramento, Calif.; Institute for the

Study of Crime and Delinquency, 1970).

This volume is a condensed version of a report, Design for Change,

prepared by the staff of the Institute for the Study of C.-rime

and Delinquency. An introductory chapter outlines recent trends

in corrections. This is followed by a conceptual model and a

discussion of important aspects of the "ideal" community treat-

ment center. The center is intended for young adults between

17 and 25 years of age. Design considerations, cost estimates,

research and evaluation issues, and architectural sketches

are included. It is suggested that 80 percent of the young

adults now confined could be treated in a community center

using a three-phase program. A typical stay of 24 months would

emphasize group treatment, sharing of responsibilities, client

participation in decision-making, and extensive use of community

services and facilities. The third phase of an offender's

treatment features living in the community and returning to

the center for meetings.

Bureau of Rehabilitation,
Special Report on Adult Offenders in the

Community Residential Treatment Program (Washington, D.C.:

Bureau of Rehabilitation,1972).

The Bureau of Rehabilitation, a private nonprofit social service

agency, operates four residential centers which can accommodate

over 100 people. The centers serve correctional institution

pre-releasees, many of whom work or enroll in an educational

program while in residence. Most residents have a drug abuse

background. This NIMH-funded project is evaluated in this

study.

Carney, Louis P., Corrections and the Community (Englewood Cliffs,

N.J.: Prentice-Hall, 1977).

This volume attempts to present a coherent view of community-

based corrections in terms of its past influences, contemporary

circumstances, and future hopes. It is warned that the justice

system will become increasingly ineffectual unless corrections

changes its direction to favor the community-based approach.

Two chapters each are devoted to parole and probation. Separate

chapters survey pre- and post-institutional programs. Drug

programs, the role of the community, the place of volunteers

and paraprofessionals, and the status of juveniles are briefly

discussed.

It is observed that the existing system is unjust, institutions

are failures, and that the current approach is vengeful and

counterproductive.
Although the community-based alternative

is a promising one, it is claimed that no alternative will

succeed unless society reassesses some basic values and re-

arranges priorities. Disparities in income distribution, dis-



crimination, citizen apathy, inequality, and inconsistencies
in the administration of justice hamper all efforts to reform
the system by instituting alternatives.

Carter, Robert M. and Wilkins, Leslie T. (eds.), Probation, Parole,
and Community Corrections, 2nd. ed. (New York: John Wiley, 1976)This text containes 52 selected readings derived from sources
ranging from government reports and association statements to
articles prepared for professional journals, The readings are
divided into eight sections covering such topics as rehabilita-
tion, probation, parole, supervision, community corrections,
legal aspects, research, organization, administration, and
personnel. Each section is preceded by a brief

_atroduction.Articles included in the section on community-based
corrections

focus upon the history, rationale, implementation, functions,
program content, and issues of current interest in the field.
Some selections in the probation section highlight the probation
officers' impact on court sentencing, the inadequacies of the
medical model for probationer treatment, and the tensionsbetween the philosophies of "just deserts" and traditionalprobation. Most of the articles in the parole section emphasize
the "just deserts" or equity philosophy of corrections. The
current practices and future of parole decision processes areevaluated in a series of scholarly articles.

Coats, Robert B. and Miller, Alden D., "Neutralizing CommunityResistance to Group Homes," reprinted in: U.S. NationalInstitute for Juvenile Justice and Delinquency Prevention,
Juvenile Correctional Reform in Massachusetts (Washington,
D.C.: U.S. Government Printing Office, Stock Number 027-000-00483-1,
1977), pp. 81-91.

The political aspects of community resistance are examinedusing six case studies in Massachusetts. Data were collected
through interviews with city officials, police, clergy, agencyrepresentatives, and neighbors. It is concluded that a low-
profile approach is best for a mobile, pluralistic community.
A direct approach to community leaders is advised in those com-
munities where civic leaders are known to play an active role.
For those communities which are able to organize themselves,
an appeal to leaders and grassroots residents is appropriate.
A survey of the target community is considered essential to
guide entry.

Fox, Vernon,
Community-Based Corrections (Englewood Cliffs, N.J.:Prentice-Hall, 1977).

Various types of facilities, programs, problems, ana issuesassociated with community corrections are surveyed in this text.
An attempt is made to provide a rationale and a structure forcommunity-based corrections programs which complement imprison-
ment, probation, and parole. It is suggested that staff of
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community-based programs mobilize community resources and

perform many routine tasks so that probation and parole per-

sonnel are free to counsel and assist the client, Community-

oriented programs are viewed as both more humane and more

economical in dealing with offenders. No single pattern or

prototype of community-based corrections is thought to exist

in the public or private sector since successful programs

reflect the personalities of the operators.

Galaway, B., Hudson, J., and Hollister, C.D., Community Corrections:

A Reader (Springfield, Ill.: Charles C. Thomas, 1976).

This work is an anthology of 24 select:_ons which present a

rationale for deinstitutionalizing corrections, provide des-

criptions of community-based programs and services, and outline

issues pertinent to the community corrections delivery system.

Intended as a text for community corrections courses, this book

also provides an introduction to the field for practitioners

seeking to update their knowledge of community corrections

issues and programs. Materials relating to diversion programs

and emerging forms of residential community corrections are pre-

sented, as are current trends in the more traditional programs

of probation ar.d parole. Jail and detention facilities are

presented as providing short-term programming for offenders.

Among the specific topics covered in this text are the dissolu-

tion of training schools in Massachusetts, diversion programming

in Minnesota, community service in England, residential community

corrections, work release, and parole programs, Issues in

community corrections are also examined, including corrections

decentralization, citizen involvement, rights of offenders,

and evaluation of community-based programs.

Galvin, J.J. et al., Instead of Jail--Pre and Post Trial: Alterna-

tives to Jail Incarceration, 5 vols. (Washington, D.C.:

National Institute of Law Enforcement and Criminal Justice, 1976).

Volume I summarizes this series of reports prepared to help local

officials to reduce jail populations by expanding alternatives.

The series discusses methods of implementing and operating

alternatives to jail. The rationale for using alternatives is

essentially one of cost savings.

Pretrial alternatives include police citations, release, and

diversion. Post trial alternatives include custodial disposi-

tions, reparations, and modified confinement. Program costs

are compared and a guide to assessing pre- and post-trial

practices and services in the community is provided.

Volume II of the series focuses upon summons and police citation,

release on recognizance, and conditional release practices

and arrangements. Policy issues associated with diversion are

the subject of Volume III. Volume IV discusses the broad range

of sentencing options and rationales for their use; and the
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last volume presents comparative cost figures, personnel require-ments, issues of administrative organization, and programfunding.

Greenberg, Davis F., "Problems in Community Corrections," Issues inCriminology, Vol. 10 (Spring 1975). pp. 1-33.
This article reviews three traditional rationales for communitycorrections, discusses some problems and unanticipated conse-quences of the movement, and suggests some future directionsfor community corrections. It is observed that community pro-grams are no more effective than incarceration. While acommunity program may be less costly than incarceration, substan-tial budget cuts to institutions are not likely. On the whole,the community approach may be more humane, but it has short-comings as well.

A review of eligibility criteria reveals that the fate of anoffender in a community-based system depends upon his residence.Differences in community resources, project receptivity, andlevel of crime account for differential treatments. In turn,these differences promote perceptions of injustice and under-mine confidence in the justice system. The predominantly sub-jective criteria for admission of candidates to communityprograms are highlighted and several unintended consequencesof establishing a community-based program are discussed. Theseinclude an increased number of dangerous persons in prison,longer sentences for those incarcerated, and reduced emphasison institutional reform and system improvement.
The future of community corrections appears to be strong.Facl:ors supporting its expansion include cost savings, re-action against prison, the limited number of other alternatives(such as closing prisons), and prisoner support. Continuedopposition can be expected from prison employees and thepublic and funding difficulties are likely to be experienced.

Griggs, Bertram and McCune, Gary, "Community-Based CorrectionalPrograms: A Survey and Analysis," Federal Probation, Vol. 36(1972). pp. 7-13.

This article traces the rate of growth and development ofcommunity-based programs, identifies sources of funding,ascertains the need for legislation, discusses various typesof programs and populations served, and reviews problems asso-ciated with their establishment and operation. The mostpersistent problem has been negative community reaction.Enabling legislation in most states has been modeled afterthe federal program.
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Harlow, Eleanor, "Intensive Intervention," Crime and Delinquency

Literature, Vol. 2 (February 1970). pp. 3-46.

This essay reviews alternatives to institutionalization that

emphasize dealing with the offender in the community through

means other than traditional probation. These efforts, often

referred to as community-based corrections, are organized

into four groups: (1) parole and "probation plus;" (2) non-

residential intensive treatment (attendance centers and

guided group interaction programs); (3) residential programs

and out-of-home placement; and (4) community correctional

centers.

Although prisons are not effective, it does not follow that

the best rehabilitative possibilities are to be found in the

community. Most of the literature suggests that offenders

eligible for supervision in the community do as well there

as they do in prison but at far less cost. The cost savings

realized through intensive intervention are held to be

sufficient justification to prefer those alternatives for

many offenders. A conspicuous lack of interest in intensive

intervention programs for adult prison candidates is noted;

adults are usually handled in a "prison plus" approach. Yet,

it is claimed, large number of adult offenders could be placed

in properly designed community-based programs.

Keller, Oliver, J. and Alper, Benedict S., Halfway Houses: Community-

Centered Correction and Treatment (Lexington, Mass.: Heath

Lexington Books, 1970).

It is argued that communities have some responsibility to help

correct offenders and that a guided group interaction strategy

is the most appropriate way to deliver that aid. In addition

to guided group interaction, the treatment environments and

delivery systems of group foster homes, pre-release centers,

and halfway houses are discussed.

Th- a chapters are devoted to operating issues such as staffing,

rules and sanctions, and costs. Closing chapters are reserved

for a discussion of research and evaluation in community cor-

rections. The residential center is viewed as the most important

idea to arise in the field of corrections in fifty years. While

the concept is also applicable to the adult offender, this pre-

sentation focuses on juveniles.

Killinger, George and Cromwell, Paul, Alternatives to Imprisonment:

Corrections in the Community (St. Paul, Minn.: West Publishing

co., 197f).

A collection of 37 articles have been drawn from journals and

government reports published in the last ten years. The topi

include diversion from the system, probation and parole, and

special community programs such as probation hostels and hall

way houses.
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Klapmuts, Nora, "Community Alternatives to Prison," Crime andDelinquency Literature, (June 1973), pp. 305-337.
A range of issues are reviewed relating to the following alter-natives to prison: expanded use of probation, intensiveintervention, non-residential treatment programs, and referralto residential programs. The intent is to respond to an arrayof questions raised by the proposal to phase out the extensiveuse of traditional prisons and training schools in favor of acommunity-based approach.

It is observed that the best rehabilitative possibilities maynot be found in the community. The better research effortshave discovered that offenders eligible for supervision in thecommunity do about as well in prison as they do in the community.Nonetheless, the reduced costs and avoidance of adverse effectsupon the personal and social adjustment of the individual aresufficient rationales to support the community-based approach.It is also noted that,.prison populations could be reduced by:(1) decriminalizing victimless crimes; (2) handling minordeviance outside of court; (3) expanding the use of alternativesto jail and detention; and (4) greater reliance on deferredprosecution, suspended sentences, fines, restitution orders,and probation.

Law Enforcement Assistance Administration, Technical AssistanceDivision, U.S. Department of Justice, Guidelines and Standardsfor Halfway Houses and Community Treatment Centers, by JohnM. McCartt, and Thomas J. Mangogna, (U.S. Government PrintingOffice, Stock Number 027-000-00187-4, 1973).
The guidelines offered in this volume cover planning andimplementing halfway houses and community treatment centers,including: the type and location of the physical facility,strategies for obtaining the support of key community leaders,program design, and staff training. Major sources of fundingare identified and sample budgets are provided.
Minimum standards are proposed for administration, personnel,and program development. Appendices contain suggestions foragency by-laws, forms for personnel evaluation and statisticalrecord-keeping, and other data.

Lawless, L.T., Overview of Prisoners Rights for Community Residential .

Treatment Center Administrators (Cincinnati, Ohio: InternationalHalfway House Association, 1975).

This document explains the rights of prisoners in community-basedcorrectional centers and provides
illustrations by citing rele-vant federal court decisions. The first section deals withgeneral issues, discussing the concepts of the least restrictivealternative and informed consent. The second section describescurrent trends in case law relating to the specific rights of
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individual prisoners. The latter include personal freedoms in

the areas of religion, correspondence/visitation, and grooming;

administrative policy rights including grievances, discipline,

investigations, liability, and transfers; and health and welfare

rights pertaining to safety, medical treatment, and rehabilitation.

Miller, E.E. and Montilla, M.R, Corrections in the Community (Reston,

Va.: Reston Publishing Co., 1977).

Sixteen selections describe various approaches to community-

based correctional programs. Each chapter provides a theore-

tical statement and background information on a particular

program. Chapters are devoted to such topics as the halfway

house movement, narcotics programs, work release and furlough
projects, experimental programs with juveniles, management of

community-based centers, and probation, A bibliography
accompanies each chapter.

Minnesota Governor's Commission of Crime Prevention and Control,

Residential Community Corrections Programs in Minnesota: An

Evaluation Report (St. Paul, Minn.: Governor's Commission, 1976).

This report focuses on the more than forty residential community

correctional projects created in Minnesota from 1969 to 1976.

Based on the numbers of residents who successfully complete
these programs, it appears that the programs are inappro-
priate for a majority of the current client groups, both

adult and juvenile. The projects had little impact upon

recidivism. For some offenders, placement in these facili-

ties represented increased control from the justice system.

National Advisory Commission on Criminal Justice Standards and Goals,

Corrections (Washington, D.C.: U.S. Government Printing Office,

Stock Number 0-494-672, 1973) p. 5.

The Report on Corrections is one of a series issued by the

Advisory Commission with the support of the Law Enforcement

Assistance Administration. The Commission sought to develop

a clear statement of priorities, goals, and standards to reduce

crime. Whenever possible, the standards were based on opera-

ting programs and projects. The report emphasizes the systems

dimension of criminal justice and the need for inter-organiza-

tional cooperation.

The seventeen chapters of the Report are divided into four

major parts and encompass over 100 standards, Each standard is

accompanied by commentary, a list of references (when avail-

able), and a list of related standards. Standards pertaining

to community-based corrections are found in almost every chapter.

Chapters 3, 4, 7, 10, and 12, respectively, cover diversion,
pretrial release, community corrections, probation, and parole.



The Commission considers community-based programs (defined asany community activity aimed at helping the offender to becomea law-abiding citizen) the most promising means of accomplish-ing change in offender behavior.

Chapter 7 discusses the rationale for community corrections,the role of citizens in corrections, ways of mobilizing com-munity institutions, and the purchase of services for offenders.And Chapter 4 reviews five types of special community-basedalternatives to incarceration, including: guided group inter-action; foster homes and group homes; pre-release guidancecenters; intensive treatment programs; and reception centerparole. New York State's efforts to create a comprehensiveset of alternatives to the incarceration of juveniles is des-cribed as a model.

National Institute of Law Enforcement and Criminal Justice, U.S. Depart-ment of Justice,
Community-Based Corrections In Des Moines--AnExemplary Project, by David Boorkman, Ernest J, Fazio, Sr.,Noel Day, and David Weinstein (Washington, D.C.: U.S. GovernmentPrinting Office, Stock Number 027-777-00398-2, 1976).

This document describes the operating methods of the first"exemplary" project supported by the National Institute.The authors also explore the key elements of a community-based corrections program, present evaluation data on theproject, and report on the experiences of several communi-ties which have replicated the project. Forms and legis-lation used in Des Moines are appended.
The four components of the Des Moines program (pretrialrelease, supervised release, probation/presentence investi-gation, and community correctional facility) are describedin the initial chapter. While these components are not novel,their administrative and functional coordination under theDepartment of Court. Services is new. Chapter two identifiessome of the costs and benefits associated with the programand summarizes the results of evaluation studies,
Chapter three provides a "how-to-do-it" discussion of eachprogram component, plus a description of some general adminis-trative features of the project. This chapter reviews thepurpose, procedures, and administrative structure of each com-ponent. The next chapter examines the philosophical andtheoretical bases of the Des Moines program, while the fifthchapter briefly describes the range of operational communitycorrectional programs. The final two chapters report theexperiences of several communities which sought to replicatethe project.
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National Institute of Law Enforcement and Criminal Justice, U.S.

Department of Justice, Contracting for Correctional Services

in The Community, Vol. I, Summary Report by G. Kassebaum,

P. Nelligan, B. Wayson, M. Sakuri, J,Seldin, D. T. Takeuchi

and G. Monkman (Washington, D.C.: U.S. Government Printing

Office, Stock Number 027-000-00630-2, 1978).

Volume I of this study is a summary description of the dynamics

of contracting with private groups to obtain services for

community correctional clients. These services include

referrals to community programs, probation and parole supervision,

and pre-release programs. Discussed are the clients of private

pretrial diversion programs, how they are referred and who is

accepted, and what is achieved through such procedures. The

historical roots of contracting are explored, as are its legal

and administrative contexts. Costs, sources of support and

planning and research issues are discussed.

National Institute of Law Enforcement"and Criminal Justice, U.S.

Department of Justice, Halfway Houses' by National Evaluation

Program, Phase I Summary Report by E. W. Carlson, H.H. Bowman,

J.J. Granfield, N.J. Beran and H.E. Allen (Washington, D.C.:

U.S. Government Printing Office, Stock Number 027-000-00468-7,

1977) .

This work is based on a review of 55 evaluations of halfway

house programs and a survey of 153 programs. Due to vague goals

and imprecise measurement of results few evaluations were

praised, The general conclusions reached in the evaluations are:

(1) Halfway houses prevent criminal behavior as effectively as

other community-based programs. (2) Community crime rates and

property values are not adversely affected by a halfway house.

(3) If halfway houses were used to their full capacity they

would not cost more than incarceration, although they would be

more expensive than parole supervision.

National Institute of Mental Health, U.S. Department of Health,

Education and Welfare Community-Based Correctional Program

Models and Practices (Washington, D.C.: U.S. Government Printing

Office, Stock Number. PHS 2130, 1971).

This booklet describes specialized units within parole and pro-

bation departments. Community treatment projects such as group

homes and foster care for juveniles and community correctional

centers for adults are discussed.

This booklet is one of three prescriptive packages dealing with

special offender groups and sponsored by the American Correctional

Association. Programs serving retarded offenders were visited,

professionals were interviewed, and the literature surveyed.
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The manual provides a conceptual framework within which admi-nistrators can design and implement programs to return thementally retarded offender to the community. The document.provides information regarding: the needs and rights of.theseoffenders; techniques for planning, implementing, and evaluatingindividual or group programs; and, approaches to staffing,training, and budgeting.

Newton, Anne, "Alternatives to Imprisonment: Day Fines, CommunityService Orders, and Restitution," Crime and Delinquency Litera-ture, Vol. 8, No. 1 (March 1976). pp. 109-125.
This essay reviews the principles and practices of three al-ternatives to incarceration. The essential argument for eachis that they may be more effective and less costly to admi-nister.

For the day fine there is the consideration of an offender'sability to pay when imposing the sanction of a financialpenalty. The practice is widely used in European countrieswhere the seriousness of the offense is coupled with an abilityto pay.

For the community service order there is a requirement that theoffender work for the victim or the community. This has beenwidely used in Great Britain for those who cannot pay a day fine.The hallmark of the British system is its goal of changing theoffender's behavior and attitudes, thus helping to rehabilitatehim.

Restitution calls for the offender to repay the victim a sum,usually awarded as a result of a civil trial. In the UnitedStates the trend in aiding the victim has not favored restitu-tion as much as it has favored
state-sponsored compensationplans. However, several states have experimented with restitu-tion programs.

Parker, Ann et al., So You Want to Start a Community Corrections Pro-iect: A Primer for Developing a Community Corrections Project(Hackensack, N.J.: National Council on Crime and Delinquency, 1974).
This manual suggest procedures for developing community correc-tional programs, based on the experiences of the National Councilon Crime and Delinquency. The primer includes advice on opera-ting strategies, a checklist of program components, and a des-cription of the operational considerations associated with aresidential center. It also provides ideas for staff composition,orientation and training, and program administration.
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Schoen, Kenneth F., "PORT" A New Concept of Community-Based Correc-

tions, Federal Probation, Vol. 36, No, 3 L1973), pp. 35-40.

The Probationed Offenders Rehabilitation and Training (PORT)

program is a community-based, community-directed residential

program for male offenders. The heart of the program is a mix-

ture of group treatment and behavior modification. Most counse-

lors live in the facility, Residents are induced to "earn points"

in order to obtain greater degrees of freedom.

Participation in group discussions and changes in lifestyle

are the bases upon which points are awarded. Existing com-

munity facilities and services are heavily used. The community

runs the program through a board of directors.

Solomon, Hassim M., Community Corrections (Boston: Holbrook Press,

1976).

Community corrections is viewed as a reorganization of tradi-

tional elements of law enforcement and corrections. The goal

of this reorganization is to reintegrate the offender into

the community and to enhance community acceptance of respon-

sibility for the crime problem. As such, community corrections

is far more than the relocation of incarceration facilities.

Several community-based programs are described and the importance

of evaluation and research to build the knowledge base for this

"new technology" is emphasized. The roles of other justice

components and programs (courts, probation and parole, crime

prevention, work release, and furloughs), are viewed in terms

of their contributions to community corrections. Separate

chapters are devoted to the history of punishment and treatment

and related administrative/institutional arrangements. Charac-

teristics of the custodial and therapy-centered institutions are

examined and the institutional modifications necessary to the

reintegration goal are reviewed.

U.S. Department of Justice, The Residential Center: Corrections in

the Community (Washington, D.C.: U.S. Bureau of Prisons, 1973).

This brief but useful booklet reviews planning and operating

considerations associated with community correctional centers.

Two principal messages emerge from the discussion. First, a

successful residential center depends upon a carefully con-

ceived and administered program. Second, the supporters of

residential centers should not assume that an offender will

automatically or immediately become a productive, law-abiding,

and responsible citizen.
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To enhance success, it is suggested that these principles beacknowledged: (1) Residents will need ready access to communityresources to aid their organizing an acceptable way of life.(2) Controls to safeguard the community and good judgment inthe selection of participants can never be ignored, (3) Resi-dents still under sentence should be treated as escapees ifthey abscond. And, (4) decisions regarding admission and re-moval of residents should be vested in the official accountablefor center operations.

U.S. President's Commission on Law Enforcement and Administration ofJustice, Task Force Report: Corrections (Washington, D.C.:U.S. Government Printing Office, Stock Number PR36.8-L41/C81,1967).

This report is one of a series prepared by the Commission.Chapters 2, 3, 4, and 6 are devoted, respectively, to intake,probation, special community programs, and parole. Community-based corrections is viewed as the future direction of thecorrections field. Appendices document the status of cor-rections in the United States, suggest correctional standards,and offer projections of population figures for correctionalsubsystems. Suggested standards are provided for clientele,personnel, organization, and legal frameworks of probation,parole, institutional aspects of corrections.
Eight principal recommendations are accompanied by extensivediscussion and references to the research literature. Recom-mended are: an increase in the use of probation and parole,the use of volunteers and paraprofessi-.. A. aides where possible,varying caseload size and treatment according to offender needs,and creating community programs, State planning for a systemof alternatives to incarceration is endorsed, as are linkagesto human resource development systems and community involvementin correctional efforts.

Wilson, Rob, "Replicating LEAA's First Exemplary Program: Plauditsin Des Moines, but Problems in Salt Lake," Corrections MagazineVol. 2, No. 5 (September 1976), pp. 13-14, 16-24.
This article documents some of the problems

encountered in SaltLake City's effort to replicate the comprehensive community-based model of Des Moines. Political difficulties aroseleading to funding problems and a programmatic
division betweenpretrial and post-conviction efforts. The evaluations of theDes Moines project and LEAA's rush to duplicate the effort arecriticized.


